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5 May 1961

MEMORANDUM FOR THE RECORD | | Co2sXt

E?i , SUBJECT: Paramilitary Action Against the Castro Government
e N of Cuba; Record of

| 1. PURPOSE. The purpose of this memorandum 1s to record

significant information concerning preparation for and execution
-of paramilitary operations against the Castro Government of Cuba,
- and to draw conclusions based upon this experience which, it is

~ hoped, may be useful for the future. o

, 2. ORGANIZATION WITHIN C.1.A. FOR COVERT ACTION AGAINST
JHE CASTRO GOVERNMENT.

) a. For purposes of this action, a task force head-
quarters was organized within the Western Hemisphere Division
of the Clandestine Services of the Central Intelligence Agency.
This task force contained staff sections for planning and

o basresc-aegl /SEHET/ S .
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supervision of activitices in the intelligence, counter-intelligence,
propaganda, political, logistical and paramilitary fields. The
undersigned served as Chief of the Paramilitary Staff Section.

The 1ine of command within C.I.A. Headquarters for control of

the Cuban operation was from the Director of Central Intelligence,
Mr. Allen Dulles, to the Deputy Director (Plans), Mr. Richard M.
Bissell, to the Chicf, Western Hemisphere Division, Mr. J. C.

King, to the Chief of the Task Force, Mr. Jacob D. Esterline.

b. The Task Force Headquarters did not include an
Integral air staff scction, although air activity was a con-

- tinuing and essential requirement throughout the operation.
‘The Air Staff, with its hcadquarters in a separate building
remote from Task Force Headquarters, was responsible directly
to the Deputy Director (Plans), although in October, 1960,
the Chief of the Air Section, in addition to his other duties,
was placed under the direction of the Task Force Chief for
matters concerning the project.

c. Major field activities as finally established ;
included: 1

(1) A forward operating base at Miami, Florida,
with a satellite communications center for relay of communica-
tions betwcen Headquarters and the field and facilities in the
Florida Keys for launching boat operations to Cuba. Recruiting
was handled by the Miami Base.

(2) A base at the former Opa Locka Naval Air
Station, which was used for storage of arms and munitions
and for originating "black" passcnger flights to Guatemala
wich Cuban recruits.

(3) An infantry training base and an air dbase
in Southwestern Guatcemala.

(4) An air and steging base at Puerto Cabezas,
Nicaragua.

(5) Air facilities at Eglin Air Force Base for
logistical flights to Guatemala and Nicaragua.

(6) A training base at Belle Chase Naval Ammunition
Depot, New Orleans (used brﬂﬁf[ .i_.n March and April, 1961).
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(7) A small maritime training base at Vieques,
Puerto Rico.

d. The Chief of the Task Force did not exercise
command over field activities, and had authority to release
cebles concerning operational matters to the Forward Operating
Base in Miami only. Cables and other directives to the field
were normally releascd at the level of Chief, Western Hemisphere
Division, while gsome directives dcaling with major policy
questions were releascd at the still higher level of the Deputy
Director (Plans). The Chief of the Air Section was authorized
to relcase air operational cables to any field activity, and
in that sense had greater authority than the Task Force Chief,
himself.

e. An additional echelon of command and control was
interposed between Hcadquarters and field activities in foreign
countries in that| in each country
the responsibility
for all C.I.A. activity within that country, including in
particular, the responsibility for liaison with the hoat
government. Communications personncel and facilitics were
provided by the C.I.A. Office of Communications, under the
Deputy Director (Support), one of the three major subdivisions
of C.I.A. Headquarters. The Deputy Director (Support) also
provided logistical support for the operationm.

f. The Paramilitary Staff Section of the Task Force
included subdivisions for intelligence, logistics, maritime
operations, internal resistance opcrations and military
operations. The table of organization provided a staff of
37 officers, but the average strength was about 24 of whom
6 were military. The undersigned, as chief of this staff
section, had no command authority nor authority to relcase
cables or other directives to the field.

3. ORGANIZATION AND PROCEDURES AT HIGHER LEVELS OF
QOVERNMERT FOR DETERMINATION OF POLICY GOVERNING THE PROJECT,

a. The Special Group (5412).

(1) During the administration of President
Eisenhower, this Group normally met once a week to consider
matters concerning covert activity in various parts of the

SLORET
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world, including Cuba. Principal members of this Group were the
Special Assistant to the President for National Security Affairs,
Mr. Gray; the Deputy Secrotary of Defense, Mr. Douglas; the
Director of Cemtral Intelligence, Mr. Dulles; and the Under Secre-
tary of State for Political Affairs, Mr. Mcrchant. The Department
of Defense was represented for a time during the life of the Cuban
project by the Assistant Secretary for International Security
Affairs, Mr. Exwin. Other ropresentatives of Departments and
Agencies concerned met from time to time with the Group. Mr. Thomas
Mann, the Assistant Secretary of State for Latin American Affairs,
attended on occasion when Cuba was to be discussed.

(2) It was to this Group that policy matters com-
cerning Cuban operations were submitted by the C.I.A. for resolu-
tion during the previous administration.

(3) 1In regard to the Cuban project, the Special
Group proved to be a slow and indecisive vehicle for determination
of policy. It did not have authority itself to make important
policy decisions, nor did it have a formalized procedure for
reaching an agreed Group position on any given question. Disagree-
mnt by one member of the Group could prevent approval of a pro-
posed action. Procecedings wore verbal, and no master record of
minutes was kept. Instead, each Department or Agency kept its own
minutes as desired, and sometimes thore were misunderstandings
later as to just what had been said or agreed upon at previous
moetings. Ko written, signed policy directives were ever forth-
coning after Group meetings for guidance of the Cuban project
within C.I.A. 1In fact, throughout the life of the project there
woere no written policy dirsctives approved at the national level
to guide the project othor than the original policy paper approved
by the President on 17 March 1960, which was general in content.

b, Liaison with Department of Defense. The point of
contact for C.I.A. within the Department of Defense for Cuban
matters was the Office of Special Operations umtil 4 January 1961.
At that time, a special committes headed by Brigadier General
D. W. Gray, U. S. Arzy, was established within the Joint Staff
for purpose of liaison with C.I.A. in regard to the Cuba project.

¢. Coordination of gﬁmmmul Departments and
Anencies. Ko machinery existed for this p se, O than

the Spocial Group, during wost of the life of the project,
although for a 13- during the previous adainistration

SECRET
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Ambassador Willauer was appointed by the President to serve as

a coordinator of the Departmcnt of State and the C.I.A. There
was ncver a formal task force arrangement including representa-
tion of all Departments and Agencies which were or should have
been concerned, such as the C.1.A., Department of State, Depart-
ment of Defense, U. S. Information Agency, and the Department of
Comnerce. Instead, the project was a more or less cxclusive
endeavor of C.I.A., in liaison with other Departments.

d. Policy Determination During the Present Administration.
During the precsent Administration, policy questions concerning
the Cuba project were considered directly by the President himself
in meetings which normally included, among others, the Secretary
of State, Secretary of Defense, Chairman of the Joint Chiefs of
Staff, Director of Central Intelligence, and the Assistant to the
President for National Security Affairs.

4. EVOLUTION OF PARAMILITARY CONCEPTS.

8- The only approved, written policy governing
paramilitary action against Cuba is contained in paragraph 2d
of the Policy Paper approved by the President on 17 March 1960.
This paragraph is quotcd as follows:

"d. Precparations have alrecady boen made for the
development of an adequate paramilitary force outside of Cuba,
together with mechanisms for the nocessary logistic support of
covert military operations on the Island. Initially a cadre
of leaders will be recruited after careful screening and trained
as paramilitary instructors. In a second phase a number of
paromilitary cadres will be trainced at secure locations outside
of the U. S. so as to be available for immediate deployment into
Cuba to organize, train and lead recgistance forces recruited
there both before and after the establishment of one or more
active centers of resistance. The creation of this capability
will require a minimum of six months and probably closer to
eight. In the meanwvhile, a limited air capability for resupply
and for infiltration and exfiltration alrcady exists under
C.I.A. control and can be rather easily cxpanded 1{f and when
the situation required. Within two months it is hoped to
parallel this with a small air resupply capability under deep
cover a8 a commercial operation in another country.”
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b. Early concepts for paramilitary actiom to implement
this approved policy involved:

(1) The recruitment, organization and training of
& number of Cuban paramilitary agent tcams. These tcams were
to include radio operators and personnel for the development
and direction of intelligence, sabotage, propaganda, political
and guorrilla activity within the target country.

(2) The introduction of these agent teams into
the target country by clandestine or legal mcans.

(3) The development within the target country,
through the medium of agents, of a large scale resistance
movement, including sabotage, propaganda, political, and
guerrilla activity.

(4) The organization and training of a Cuban air
transport unit for use in supply overflights and other air
operations.

(5) The supply of military arms and equipment
to guerrilla end other resistance organizations by air drop
or maritime delivery.

(6) The organization and training of a Cuban
tactical air force equipped with B-26 light bombers.

¢. Action was undertaken immediately to implement all
of the above plans. Consideration was also given to the
possibility of forming a small infantry force (200 to 300 men)
for contingency employment in conjunction with other paramilitary
operations. )

d. During the period June through October, 1960, as
the Soviet Bloc poured over 40,000 tons of military equipment
into Cuba and Castro organized and equipped large forces of
militia and established an effective Communist-style security
system, the paramilitary staff studied the possibility of
organizing an assault force of greater strength than the small
contingency force previously planned. It was contemplated that

SECRET
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this force would be landed in Cuba after cffective resistance
activity, including active guerrilla forces, had been developed.,
It should be noted that the guerrilla forces were operating
successfully in the Escambray Mountains during this period. It
was vigualized that the landing of the assault force, after
widesprecad resistance activity had been created, would,
precipitate gencral uprisings and widesprcad defection among
Castro's armed forces which could contribute materially to his
overthrow.

e. The concept for cmployment of the force in an
amphibious/airborne assault was discusscd at mectings of the
Special Group during November and December. The Group took
no definite position on ultimate cmployment of such a force
but did not oppose its continued development for possible
employment. President Eisenhower was bricfed on the concept
in late November by C.I.A. rcpresentatives. The President
indicated that he desired vigorous continuation of all activities
then in progress by all Dcpartments concerned.

5. RESULTS OF THE INTERNAL RESISTANCE PROGRAM, SEPTEMBER

a. Introduction of Paramilitary Agcents. Scventy
trained paramilitary agents, including nincteen radio operators,
were introduced into the target coungry. Scventecn radio
opcrators succeeded in establishing /communication circuits with
C.I.A. Headquarters, although a number were later captured or
lost their equipment.

b. Air Supply Operations. These opcrations were not
successful., Of 27 missions attcempted only 4 achieved desired
results. The Cuban pilots demonstrated early that they did
not have the required capabilities for this kind of operation.
A request for authority to use American contract pilots for
these missions was denied by the Special Group, although
authority to hire pilots for possible eventual use was granted.

c. Sea Supply Operations. These opcrations achieved
considerable succcss. Boats plying between Miami and Cuba
delivered over 40 tons of military arms, explosives and cquip-
nment, and infiltrated/exfiltrated a large number of personnel.

Some of the arms delivered were used for partially cquipping
a 400 man guerrilla force which Opetqted for a considerable
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time in the Escambray Mountains of Las Villas Province. Much
of the gabotage activity conducted in Havena and clsewhere was
performed with materials supplicd in this manner.

d. Development of Guerrilla Activity. Agents introduced
into Cuba succeceded in developing a widespread underground
organization extending from Havana into all of the Provinces.
However, there was no truly effective guerrilla activity
anywhere in Cuba except in the Escambray Mountains, wvhere an
estinated 600 to 1,000 ill-cquipped guerrilla troops, organlzed
v in bands of from 50 to 200, operated successfully for over six
| months. C.I.A. ncver succeeded in establishing a direct radio
link with any of these forczs, although some communications
; with them were accomplished by radio to Havona and thonce by
; courjer. A C.I.A. trained coordinator for action in the
Escambray entcred Cuba clandestinely and succeeded in rcaching
the guerrilla arca, but he was promptly captured and cxccuted.
Other small guerrilla units operated at times in Provinces of
Pinar decl Rio and Orientc, but they achicved no significant
‘ results. Agents reported large numbers of unarmed men in all
provinces who were willing to participate in guerrilla activity
if armed. The failure to make large-scale delivery of arms to
these groups by aerial supply was a critical failure in the
overall operatiom.

c¢. Saobotage.

(1) Sabotage activity during the period October.
1960 to 15 April 1961 included the following:

(a) 'Approximatcly 300,000 tons of sugar cane
destroyed in 800 scparate fires.

(b) Approximately 150 other fires, including
the burning of 42 tobacco warchouscs, 2 paper plants, 1 sugar
rcfinery, 2 dairies, 4 stores, 21 Communist homes.

(c) Approximately 110 bombings, including
Communist Party offices, Havana power station, 2 stores,
railroad terminal, bus terminal, militia barracks, railroad
train.

SECRET
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, (d) Approximately 200 nuisance bombs in
Havana Province. ‘ .

(¢) Derailment of 6 trains, destruction of
a microwave cable and station, and destruction of numerous
power transformers.

(£f) A commando-type raid launched from the
sca against Santiago which put the refinery out of action for
about omne weck.

(2) These sabotage activitics had considerable
psychological value but accomplished no significant results
otherwise.

f. Communist-Style Sccurity Measures. As time went

~on, the police-state security mcasures imposed by Castro became

increcasingly effective, and agents and other resistance clemcnts

were hard pressed to survive. Many were captured, including

three of the most important lecaders under C.I.A. control. By

stationing large numbers of militia and police throughout the

country, by imposing curfews, by utilizing block wardens and

security check points, and by selizing control of rcal estate

in the cities through the Urban Reform Law, Castro was able to

restrict the movements and activitiea of resistance clements

to a crippling extent.

6. DEVELOPMENT OF THE STRIKE FORCE.

a. Action was begun on 4 November 1960, to recruit,
organize, cquip, and train a larger ground force than the small
200 to 300 man contingency force originally contemplated. It
was planned at that time that this force would rcach a strength
of about 1,500 men. As this '"'Strike Force', as it came to be
known, was davclopcd over the cnsuing months, many difficulties
were cncountercd as a result of slowness in recruiting, political
bickering among Cuban cxile groups, lack of adequate training
facilities and personnel, uncertainties with regard to whether
Guatcmala could continue to be used as a base, and lack of
epproved national policy on such questions as to what size
force was desired, where and how it was to be trained, and
whether such a force was actually ever to be cmployed. Some
of the major problems encountered are described bricfly below.

SEGRET
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b. Base for Training.

(1) The base available in Guatemala consisted
of a small shelf of land on the side of a volcano barcly large
enough for comfortable accommodation of 200 men. Camp
facilities were non-existent until the Cubans themselves, under
American direction, threw up a few rude wooden buildings. As
the population of the camp increased, living conditions became
intolerably crowded, posing a serious morale problcm among the
troops and threatening the health of all. The only approach to
the camp was over a narrow dirt road which wound its way up the
mountainsides. In the dry scason, the trip to the camp from
the air base at Retalhuleu required about two hours by truck.
: In the rainy season, the road washed out frequently and became
| impassable to whecled vehicles, while the camp itsclf was
litcrally cngulfed in the clouds. In the autumn of 1960,
supplics had to be hauled up the mountain with tractors.
There were no areas for infantry maneuver, but weapons could
AN - be fired at the camp site. Mortars were set up in the company
) street and fired over the buildings of the camp into impact
areas on adjacent ridges.

(2) ‘1t appcared for a time in late 1960 that
even this inadequate base would be lost, as the Department of
State advanced the opinion that the presence of these activities
in Guatemala would undermine the government of President Ydigoras
| and perhaps cause his overthrow. While the State Department
i urged withdrawal from Guatcemala, it offered no alternative as
: to where the troops could be relocated. The possibility of 25X1
‘ using remote, umoccupied military facilities in the United
’ States were raised, but this idea was opposcd by the Department
of State and was not approved by the Special Group. For a
while, consideration was given to moving the troops to| |
lat Saipan, but this idea was abandoned on the
valid grounds that the project would be delayed and logistical
problems magnified. It was finally docided to remain in
Guatemala, since this appeared to be the only possible solution.

¢. Instructor Persommecl. The only qualified instructor
personnel available for training at the infantry training base
consisted of four CIA civilian employees until November, 1960,
when two Army officers and one non-commissioned officer from
the Project Paramilitary Staff at Headquarters were scnt to

25X1 SECRET
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Cuatomala ags a stop-gap measure pending assignment of Army
Special Forces training teams. These tcams had becn requested
by the Paramilitary staff on 28 October 1960, but therc werc

long delays while policy governing this question was cstablished,
and it was 12 Janusry 1961 before the 38 Special Forces personnel
reached Cuatcmala. It would have been impossible for C.I1.A. to.
train the Strike Force without the agsgistance of these Army
personnel.

d. Logistical §ggg%gc for Training. Most of the
materials used for support of t nfantry training base,
including wecapons, equipment and training ammunition, had to
be 1ifted to Guatcmala by air. This was a great logistical
problem, considering the number of aircraft available and

distances involved. Shortages of equipment and ammunition
gsownetimes hampered training.

e. Recruit .

(1) Recruiting in Miomi was very slow until the
i end of 1960, as a result primarily of political mancuvering
| . arong the mombers of the Frente Revolucionario Democratico
(FRD), the political froat for the project. Each mcmber of
| the FRD desired to accept only recruits loyal to his own
! political group, and all members of the FRD objected to
% recruitment of any former Cuban soldier who had served
during the regime of Batista. Thus, personnel with previous
i military expcricnce were for the most part denied to our
| use. All recruiting stopped for about four weeks during the
confusion of an abortive ravolution in Cuatemala in November.
k There was continuing uncertainty as to whether sufficient
recruits could ever be obtained to form a Strike Force of
even minimal size until carly January 1961, when 500 men
! had becn obtained and recruits began arriving at a more rapid
} rate as a result of action takemn to brcak the Cuban exile
‘ political barriers, which were delaying recruitment.
i

7. PREPARATIONS FOR TACTICAL AIR OPERATIONS.
a.- Sclection of Adrcraft. The decision was reached

|

|

% to ugse the B-26 light bomber prior to the time when the under-
% signed joined the project on 1 September 1960. Aircraft of
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this type had been distributed to various foreign countrics,
including some in Latin Amorica, and would, therefore, satisfy
the requirement for non-attributebility imsofar as the United
States was concerned. The Navy AD-6 was considered for a time
as being superior to the B-26 for project purposcs, but these
aircraft had not been placed in the hands of Latin American

governments and, therofore, could not moot the non-attributability
requirement.

b. Tactical Air Besa Problem.

(1) The air base constructed by C.I.A. at
Retalhuleu, Guatcmala, was at too great a distance from Cuba
(750 miles from the central part of the Island) to serve for
tactical air opcrations cmploying B-26 aircraft. The possibility
of using a tactical air base in Mcxico or in the Bahamas was
explored with ncgative regults. For a time, the Presidont of
Mexico indicated a willingness to permit use of the air field
at Cozumel for limited staging operations over a 48 hour period.
This was, of course, unsatisfactory for project purposcs. The
British were understandably reluctant to permit use of their
territory for origination of tactical air strikes in connection
with a United States-gsupported venture when the United States
itself was unwilling to msko similar use of its own territory.

(2) In October 1960, a C.1.A. delegation consulted
with President Somoza of Ricaragua, who agreced to assist the
project in any feasible way providing he recelived assurance
from proper governmental guthority that he would bae supported
politically by the, United States 1f the question of Nicaraguan
participation should cver be brought up for consideration by
the Organization of American States or the United Nationms.
such assurance was naver givem to the knowledge of the under-
signed, but President Somoza nevertheless permitted developmant
and use of Puerto Cabezas as an air and staging base.

(3) The use of facilities in Nicaragua was not
looked upon with favor by the Department of State for political
reasons, and for some months there was doubt as to whethex the
base would actually be used. Preparations at the base continued,
however, and it was ready for use when the strike operations
were launched in April 1961.
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(4) The air base at Puerto Cabezas was within
500 miles of central Cuba, within marginal striking range for
the B-26 aircraft.

c. Tactical Pilots. By the end of Deccmber 1960,
ten B-26 aircraft wecre available to the project. This number
was later increcased to fifteen on recommendation of the
Parcmilitary Staff. Five Cuban B-26 pilots were considered
proficient by this time, and six othcrs wecre in training but
had not rcached a state of acceptable proficlency. The
undersigned expressed reservations in writing in January 1961,
concerning the ability and wmotivation of the Cuban tactical
pilots to accomplish what would be required and recommended
use of American contract pilots in addition to the Cubans.
This recommendation was congsidered by the Special Group,
which authorized the hiring of American pilots but reserved
the question of their actual employment for later decision.

d. Air Crew Training. Adequate U. S. Air Force
personnel were available carly in the 11fe of the project for
training Cuban B-26 as well as trangport pilots. About 150
AMr Force personncl were involved in the project, performing
guch duties as training, maintenance, air base managcment,
logistical ferry work, etc.

8. SEA FORCES.

a. The acquisition of ships and craft for execution
of the amphibious opcration proved to be one of the most
difficult problems encountered. How this problem was solved
is described briefly in following paragraphs.

b. Landing Craft. Four LCVP and three LCU, recon-
ditioned by the Navy,| land C.I.A. 25X1
personnal were trained at Little Creck, Virginia, in their
use. The Ravy moved these craft to Vieques, Puerto Rico,
where the C.I.A. operators trained Cuban crews. Utilizing
a landing ship dock, the Navy was to doliver the landing craft,
pre-loaded with ychicles and supplies to the objective area for
the amphibious operatiomn.

c. Transports. For acquisition of transports for
troops and supplics, two possible courses of action were

considered:
SECRET
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(1) To purchase ships outright and recruit
Cuban crecws for them, or

(2) To charter ships.

d. As an initial experiment with the first coursc,
two LCL's were bought and rofitted through a ship broker in
Miami, and mixed crews, including Amcrican contract masters
and key officers along with Cuban crcwmen, were placed on
board. The usc of Amcrican pergonnel in this capacity
required approval of the Special Group. As a result of
the inordinate declays and difficultices cxpericnced in
readying thesce two ships for sca, the idea of acquiring more
ships in this manner was abandoned.

¢. The way was opencd to pursuc the sccond course
through contact by a member of the Paramilitary staff with
Mr. Eduardo Garcia, a Cuban naticnal who, with his father
and brother, owned a shipping company incorporated in Panama.
Mr. Carcia agreced to charter any Or all of the six ships owmed
by his compcny for projecct purposs. Five Garcia ships were
eventually chartered for the operaticn, including two 1,500
ton motor vesscls and three 2,000 ton stcamships. The civilian
crews of these merchant ships were for the most part Cuban or
Spanish. Mr. Garcia made adjustments of all crecws, dismissing
mcmbers who did not wish to participate in the operation or
were suspected of being Castro gyopathizers and rceplacing these
with Cubans recruited in Miami. Prior to cxccution of the
operation, cach of these ships was furnished with six 19 foot
aluminum boats with outboard motors for use as auxiliary
landing craft. ’

£. Later, two additional ships wcre chartered
from the United Fruit Company for follow-up delivery of
supplies and equipment after the assault phase.

9. FFFORT OF PARAMILITARY STAFF TO OBTAIN RESOLUTION
OF MAJOR POLICY QUESTIONS - JANUARY 1.961.

a. By the cond of 1960, the devclopment of land, sca
and air forces for the amphibious/airborne asgault had procccded
to an cxtent which permitted firm planning for conduct of the
operation. The Paramilitary Staff by this time had dcveloped
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| a conccpt in some detail for cmployment of the force, although -
the invasion arca had not been finally decided upon. Scveral

| major questions of national policy having important bearing
upon the operation were as yct unresolved, howecver. These
were:

(1) Whether the national government would permit
exccution of the strike operation.

(2) Whether the naticnal govermment, if agreccable
to the conduct of the operationm, would permit its cxecution
not later than 1 March 1961, which was the latest date con-
gidered desirable by the Paramilitary Staff.

(3) Whether adcquate tactical operations would
be permitted in conjunction with the ariphibious/airborne assault.

used for tactical and logistical air opcrations over Cuba.

\ (4) Wvhether American comtract pilots could be

{ (5) Whether the bagse at Puerto Cabezas, Nicaragua,
‘ could be used for tactical air operations and staging.

:

! (6) Whether an air base in the United States could
\ be used for logistical flights to Cuba.

b. In an effort to causc regolution of these questions,
the undersigned, on 4 January 1961, forwarded to supcrior
cuthority within C.I.A. a momorandunt which outlined the current
status of prcparations for amphibioug/airborne and tactical air
operations against Cuba and sct forth the requirement for policy
~ decigions on all of the questions 11sted above. Enclosure (1)

1 is a copy of this memorandum. It should be noted in particular
1 that the urdersigned, in this pemorandum, recommended:

(1) That the air precparation commence not later
1 than D minus 1 Day.

% (2) That any move to curtail the number of aircraft
: to be cmployed from those available be firmly resisted.
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(3) That the opcration be abandoned if policy
does not provide for use of adcquate air support.

c. None of thesc policy questions, in the end, was
resolved in the manner recommended by the undercigned, except
in regard to use of the base at Pucrto Cabezas, Nicaragua.

10. THE PREFERRED PLAN (TRINIDAD).

a. Rcecasons for Sclection of Trinidad as the
Preferred Landing Arca:

(1) Extcnsive study for four months of the
entire littoral of Cuba, including the Isle of Pines, led
the Paramilitary Staff to sclect the Trinidad arca of Las
Vvillas Province as by far the best arca for purposcs of the
amphibious/airborne landing. This area offered the following
advantages:

(a) Cood landing bcaches with suitable
routes of egreass from the beach.

(b) An cxcellent drop zone for parachute
troops ncar a terrain feature which dominated the town of
Trinidad.

(c) Good defensivae terrain dominating all
approaches into the arca.

(d) Excellent poscibilitics of isolating
the objective area from approach by vehicular traffic. Mountain
barriers protected the area from the north and west. The east
flank was protected by an unfordable river with only two access
bridges, one highway and one raiflroad, which could be destroyed
by air or parachute demolition teams. The only other approach
was along a coastal road from the west which crossed several
bridges. Destruction of three key bridges could prevent the
movement of truck convoys, tanks and artillery into the arca.

(e¢) The area contained a hard-surfaced
3,500 foot air strip usable by C-46 aircraft (but not by
B-26 light bombers) and a port facility at Casilda.
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(f) The town of Trinidad contained a
population of 18,000, offering the possibility of immediate
expansion of the landing force by voluntcers. The people of
Trinidad and of thc entire area of Las Villas were known to
be sympathetic to the anti-Castro guerrilla activity which
persisted in the Escambray Mountains for many months.

(g) The objective arca was immecdiately
adjacent to the Escambray Mountains, the best gucrrilla
country in Cuba cxcept for certain mountainous arcas in
Oricnte Province of Eastern Cuba. If unable to hold a
beachhead, the landing force would be able to retire to
the mountains for guerrilla activity. In thcse mountains
tanks and artillery could mot be used against thoem.

(h) Coopcration could be expected from
guerrilla forces, estimated at 600 to 1,000 men, which were
then opcrating_succesafully in the Escambray Mountains.

(1) Expansion of activity in the mountains
of Central Cuba offered the possibility of severing the island
in the center.

(2) Mcmbers of the Joint Staff, of the Joint
Chicfs of Staff, in an {ndependent study of Cuba arrived at
the same conclusion rcached by the Project Paramilitary staff
-~ that the Trinidad area was the best possible site for
landing of a Cuban insurgent force.

b. Conccpt of the Trinidad Operation. The concept
of the operation as developed by the Paramilitary Staff during
January: 1961, 1is contained in Enclosure (2).

c. Evaluation of the Plan and of the Force by the
Joint Chiefs Of Staff.

(1) A tecam of officers of the Joint Staff
headed by Brigadier General D. W. Gray, U. S. Army, evaluated
the complete operation plan for Trinidad during the period
31 January to 6 Fcbruary 1961. This evaluation resulted in
a favorable assessment of this plan by the Joint Chicfse of

e oo g A B 4 i e 2
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staff. Reference (a) is a report by the Joint Chiefs of
staff on their evaluation of the plan.

(2) The report mentioned ebove recommended
evaluation of the invasion force by a team of officers
represcnting the Joint Chicfs of Staff. This was done at
the training base in Guatemala in late Fcbruary and resulted
i{n a favorable evaluation of the force's combat capabilities.
Reference (b) is the Joimt Chicfs of Staff report of this
evaluation.

d. Major Features of the Plan:

(1) Plan for Landing. The landing plan provided
for simultancous landing at first light on D-Day of two
reinforced rifle companics of approximatecly 200 men cach over
two beaches southwest of Trinidad and the parachute landing
of a company of equal strength immediately north of Trinidad.
The remainder of the force was to 1and over one of the two
beaches in successive trips of landing craft.

(2) Naval cunfirg. Two LCI each mounting eleven
50 caliber machine guns and two 75mm recoilless rifles were to

provide naval gunfira support at the beaches.

(3) Tactical Air Opcrations. The plan provided
. for a maximum effort surprise strike (15 B-26) at dawn of D-1
| ‘ on all Cuban military airfields followed by repeated strikes
at dusk of the same day and at first light of D-Day against
any airfields wherc offensive alircraft were yet operational.
Immediate post strike photography was provided for in the
plan. Tank, artillery, and truck concentrations known to

be at Managua were also to be attacked on D-1 as were the
Havana power plants, in order to deprive the capital of

power and interrupt communications. Naval craft in or near
the objcctive arca were algo to be attacked. On D-Day, a
beach strafe and a bombing, strafing attack om the parachute
drop zone were also planncd as wall as attacks on threce key
bridges. Armed reconnaissance and all approach roads through-
out D-Day and thercafter was also to be provided. The first
and primary objective of planned air action was to eliminate

e i s
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. completely all opposing tactical aircraft.

(4) Schemo of Mancuver. The landing force was
to scize and defend terrain features east, north and west of
Trinidad dominating all approaches to the arca. If unable to
hold the becachhead, the force was to withdraw to the northwest
into the Escambray Mountains to continuc operations as a
powerful guerrilla force supplicd by air.

11. POSITION OF THE DEPARTMENT OF STATE IN REGARD TO THE
TRINIDAD PLAN.

a. The Secrctary of State and the Assistant Seccretary
of State for Latin American Affalrxs consistently opposed the
Trinidad Plan on the grounds that the operation would have the
appearance of a U. S. World War II invasion and would be too
obviously attributable to the United States. These officials
expressed the opinion that exccution of the Trinidad Plan would
couse reactions adverse to the Unitcd States in Latin Amcrican
and in the United Nations, and would possibly cause counter-
moves by the Sino-Soviet Bloc in Loos, Berlin or elscwhere.

Mr. Rusk on onc occasion stated that the possibility of air
attack by Castro forces against the United States could not
be discounted.

e e st 13

b. Secretary Rusk and Assistant Secretary Mann
objected in particular to the conduct of any tactical air
operations. Mr. Mann took the position that there could be
no tactical air operations unless the tactical aircraft were
actually based on Cuban soil. He proposed on one occasion
that a landing be made in Oriente Province without air support
and that an airfield be bullt by the landing force to reccive
tactical aircraft, wherecupon air operations could commence.

12. REJECTION OF THE TRINIDAD PLAN, After careful
consideration of the Trinidad Plan, the President decided on
or cbout 11 March 1961 that it should not be cxecuted, and
directed that possiblc alternative mcthods of employing the
Cuban forces be studied. It was the understanding of the
C.1.A. officials conccrned that any alternate plan produced
gshould have the following characteristics:

LA

a. The landing should be made in a more quiet
manner, preferably at night, and should not give the appearance
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of a World War II type amphibious assault. It was desired that
the operation ingofar as possible appcar as an uprising from
within Cuba rather than an invasion.

o b. It would be necessary to scize an airfield capable
; - of supporting B-26 operations, to which any tactical air opecrations
| conducted could be attributed. No tactical air operations were to
be conducted until such a field had been seized.

13. THE STUDY OF POSSIBLE ALTERNATEZ LANDING AREAS.

a. During the period 13 to 15 March 1961, the Paramilitary
Staff, pursuant to verbal imstructions from the Deputy Director
(Plans), conducted an intensive study of possible alternate arcas
in which a landing could be made in such a way as to satisfy the
limiting rcquircments mentioned in the preceding paragraph. The
entire littoral of Cuba was again examined in the scarch for an
airstrip capable,of supporting B-26 opcrations, which could be
scized and defended by the Cuban assault force. In particular,
the Provinces of Oriente, Pinar del Rio, Las Villas and Matanzas
were cxamined, and the Isle of Pincs was re-studied. As a result
of this study, the Paramilitary Staff concluded that the only
airstrips in all Cuba capable of supporting B~26 operations vhich
the Cuban force could hava any hope of seizing and holding were
the Soplillar field and a new field at Playa Girom, both in the
eastern half of the Zapata Peninsula of Central Cuba.

b. In accordance with the instructions of the Deputy
Director (Plans), three concepts for possible opcrations were
drawn up. These concepts, which in the short time available
for preparation (about three days) could be developed only to
; the extent of sketching a tentative scheme of mancuver on an
! operations map and preparing brief nOCcs, were based on the
following areas:

(1) The Preston area on the north coast of
Oriente Province.

(2) The south coast of Las Villas between Trinidad
and Cienfuegos. ' :

(3) The Eastern Zapata area near Cochinos Bay.
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c. 1t was recognized by the Paramilitary Staff that
the first two concepts mentioned above did not satisfy the
requirements for a B-26 airfield, and therefore could not have
been executed within established policy paramecters unlcss ‘
attempted entirely without air support. The Paramilitary
staff adviscd higher authority within C.I.A. at this time, as
it had consistently done in the past, that no amphibious operation
could be conducted without control of the air and adequate
tactical air support. '

d. These three concepts were evaluated by General
Gray's group from the Joint Staff. Their assessment, as
approved by the Joint Chiefs of Staff, was that of the three
alternatives cvaluated, the Zapata concept was best, but
that none of the three alternatives was as militarily feasible
or likely to accomplish the objective as the Trinidad plan.
Refercnce (c) is the report of this evaluation by the Joint
Chiefs of Staff.

e. The Paramilitary Staff recoumended the Zapata
Plan to the Deputy Director (Plans) as being the best of the
three alternatives, and the only onc of these which offered
any possibility of conducting tactical air operations within
the limits of esteblished policy. The Deputy Director (Plans)
was advised, however, that some wWay would have to be devised
to knock out Castro's air force before this or any other
landing was attempted. '

14. THE AIR FORCE DEFECTION PLAN.

a. In an effort to find some way acceptable to the
Department of State and to the President in which air attacks
could be conducted for the purpose of destroying the Castro
air force, the undersigned with Mr. Bissell and his assistant,
Mr. Barncs, developed a plan along the following lines:

(1) Prior to D-Day, a B-26 aircraft paintecd
with Castro air force markings would be flown to Miami by a
Cuban who would land soon after dawn end represent himself
as a defecting pilot of Castro's air forcc. He would state
that he, with certain companions, had executed a defection
plot, and had attacked other aircraft om the fields from which
they had flown. ~ i

-
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(2) At dawn on the day of the defection, B-26
aircraft would attack the threc principal military airficlds
in Cuba, where all fighters and bombers were believed to be
locatcd as a result of photographic reconnaigsance. A
limitation on numbers of aircraft to be employed was imposed
by the Deputy Director (Plans), who reasoned that the Department -
of State would not accept a plan involving a larger number of
aircraft than could rcasonably be attributed to the defection
plot. He decided to propose that a total of six aircraft be
cmployed, with two attacking each of three principal fields,
Campo Libertad, San Antonio de los Banos, and Santiago. The
total number was later raised to ocight on recommendation of
the undersigned.

b. It was beliecved that this attack, followed by
dawn attacks on D-Day against these and all other military
airfields, would have a good chance of destroying all of
Castro's operable fighters and bombers, which were believed
(correctly) to number no more than from fifteen to eighteen.

; 15. THE DIVERSION PLAN,

a. The desirability of conducting a diversionary
landing in an arca remote from the main landing had long been
recognized by the Paramilitary Staff. However, sufficient
troops for this purpose could not be raiscd, it appecared,

; except at the expense of the main landing force which had not

| yet rcached desired strength. A development in Miami in late

’ March 1961, provided an opportunity to raise a small diversionary
force. Nino Diaz, a Cuban exile lecader in Miomi, expressed a
desire to lead a small force composed of his 1mmcdinte followers
| into Cuba. It was decided to send Diaz and 170 men to the

? recently acquired training base at Belle Chase, New Orlcans,
where they could be organized, equipped and given minimal
training. This was done in great haste, and the company was
formed at Belle Chase over a period of about two wecks prior

to its embarkation for the operation.

b. Arrangements were made by the Forward Operating
Base in Miami for a Cuban vesscl to lift Diaz's group to the
objective. The plan provided for staging Diaz through the
Naval Air Station at Key West and loading the force out of
Stock Island in the Florida Keys.

g’ﬁ\}?\‘ﬁ
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c. A becach 30 miles east of GCuantanamo was sclected
for the Diaz landing. A C.I.A., paramilitary team with ten men
and a radio operator were operating in this area, and this tcam
was to be instructed to act as a reccption party for Diaz at the

‘ beach. This tcam was in contact with a 100 man guerrilla group
operating in the mountains adjacent to the landing area, and it
was planned that Diaz would join forces with this group., Diaz
was known to have a large political following in Oriente Province.

16. THE FINAL OPERATIONAL CONCEPT SUBMITTED TO THE PRESIDENT.

a. The final concept submitted to the President in late
March 1961, provided for:

(1) The dofection operation, combined with surprise
dawn air attacks on D-2 againat the three principal military
‘airfields. No more than two aircraft were to be visible at any
one place at one time.

(2) The landing of the Diaz group east of
Guantanamo during the night of D-2.

(3) The landing of the main force at three widely
separated landing points in Eastern Zapata during the carly
morning hours of D-Day. The landing was to be followed by air
attacks on airfieclds and other military targets at dawn of D-Day,
by which time the airfield in the objective areca was expected to
be in friendly hands. These D-Day ailr attacks were to be
repregsented, if neccssary, as coming from the field seized in ,
Zapata, although plans provided for having only two B-26 aircraft
operate from that ficld, while the remainder of the air force
was to continue operations from Puerto Cabczas, Nicaragua.

b. The President directed that all preparations for
the operation, including the gtaging and embarkation of troops,
should continue, but that actual exccution of the operation would
be subject to his final decision twenty-four hours before scheduled
commencenment. The President also directed that plans be formulated
for diversion of the ships with troops embarked in the event that
he should decide to cancel the operation. Pursuant to these
instructions, C.I.A. planned to divert the ships, if required, to
New Orleans or to Vieques, Puerto Rico, where the force would be
disbanded in increments.

[ 4
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17. SUCCESSIVE DELAYS C7 D-DAY.

a. The date originally selected by the Paramilitary
Staff for execution of the Trinidad landing was 4 March 1961,
This date was chosen on the basis of the following factors:

(1) The Government of Guatcmala had cxpressed its
; - desire to have the Cuban force removed from that country not later
than 1 March.

(2) It was desired to execute the operation at the
earlicst possgible date in view of the rapid military build-up in
Cuba. Great quantitics of military equipment, including field
artillery, anti-aircraft artillery, and tanks, had been delivered
to Cuba by the Soviet Bloc, and it was estimated that Castro's
forces, undor the tutelage of Bloc advisora, would soon achieve
proficiency in the use of this equipment. It was also cstimated
that Castro could acquire a jet air capability by April, 1961.
Unconfirmed reports were received indicating that crated MIG
aircraft had bacn delivered, and by April, 1961 Cuban pilots
knovm to be in Czechoslovakia would have had time to complate
Jet training.

(3) 1t was desired to land in the Trinidad area
before guerrilla forces operating in the adjacent Escambray
Mountains could be eliminated by Castro's ever-increasing
pressure against them.

(4) The night of 4 March provided suitable conditions
of moonlight to facilitate oporations in the transport area in
preparation for the landing at dawn.

b. After rejection of the Trinidad Plan, the Paramilitary

Staff recommended 3 April 1961, as D-Day for the landing in
Zapata, Moon conditions would again be favorable at that time,
and 3 April appoared to be the carliest date by which necessary
operation and adminigtrative plans could be prepared and other
necessary preparations made for the Zapata operation. This date
proved to be unaccoptable, however, since it coincided with a
planned vieit to the United States by the Prime Minister of

- Great Britain. In view of this visit, the President did not
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desire to conduct the operation before 10 April. That date
was accordingly progrormed, although it was made clear to all
concerned by the Paramilitary staff that the lack of adequate
moonlight would increase the difficulty of the night landing.
Later, D-Day was again postponed until 17 April in order, it
was understood, to allow observation of further decvelopments
in the Laos situation and in the United Nations with regard
to Cuban charges against the United States. The night of
16-17 April would be in the new moon phase with no moonlight.

18. FORCES AVAILABLE FOR THE ZAPATA OPERATION.

? a. Cround Forces (1,511 men )

(1) The Cuban Brigade included:

| ' (a) Hcadquarters and service Company =~ 156

| (b) " Hcavy Weapons Company - 114
é (c¢) Five Infantry companics - 175 (ecach
% (d) Onc Airborne Infantry Company - 177
| (e) Tank Platoon - 24

(These men were trained in a
highly securc and satisfactory
manner at Fort Knox.)

l ~ (£f) Boat Operator Section - 36
% (g) Intelligence/Reconnaissance.

i Company - 68
i (h) Surgical Team - 18
% (1) Supernumeraries - 43

(2) Major items of cquipment includeg: 108 Browning
Automatic Rifles; -49/30 caliber machine guns; 14 50 caliber
machine guns; 22,/60um mortars; 20/8Lmm mortars; 7/4.2" tars;
18,/57mm recoilless rifles; 4/65mm recollless rifles; &7 3.5" rocket
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launchers; 9 flamethrowers; 5 M4l tanks; lg/f% ton trucks;
one 3,000 gallon aviation gasoline tanker truck; onc-tractor
crane; onc dozer; 2/400 gallon water trailers; 11 % tom
trucks and 3/& ton tractord. . .. (e, '

b. Alr Forces. The Cuban Alr Force, bascd at Pucrto
Cabezas, Nicaragua, included £iftoen B-26 light bombers, tem C-54
trangports and five C-46 transports.

c. Sca Forccas. Sca forces included:

(1) Two LCI, ecach mounting cleven 50 caliber machine
guns and two 75ma recoilless rifles. (These craft were for uso
primarily as cormand and naval gunfire vessels, although cach
carricd a 1000 man paramilitary pack in its hold). Each LCI
carried two high-specd boats.

(2) Three LCU, each mounting two 50 caliber machine
guns.

(3) Four LCVP, each mounting a 50 caliber machine gun.

*x(4) Scven chartered commercial freighters (average
2,000 tons).

*NOTE: Freighters {n the assault mounted two to three 50 caliber

machine guns. Only four of thecse ships were to participate in
the assault phase. The additional ships were loaded with follow-
up supplics for both ground and air forcces.

! (5) Omo 165 foot Cuban coastal stcamcr.

19. MAJOR FEATURES OF THE ZAPATA PLAN,

} a. Staging and Embarkation. The plan provided for

| airlifting Brigade troops lces the airborne company, under cover
of darkness, from Cuatemala to Puerto Cabezas, Nicaragua, during
three successive nights. Upon arrival, troops were to be moved
{mmediately to the Pucrto Cabezas dock ncar the airfield for
embarkation before dawn. Supplics were pre-loaded in acsault
ghipping at Now Orlcans prior to proceeding to Nicaragua.
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b. Movement to the Objective. Ships of the task foxce
were to procced independently over scparate tracks in order not
to give the appecarance of a convoy, and were to arrivae at a
rendezvous point about forty miles off the Cuban coast at
1730 in the afternoon of D-1. From this point they were to
proceced in column under cover of darkness to the trangport area
5,000 yards off the beach, making rendezvous at this point at
2300 with the U. S. Navy LSD lifting the three pre-loaded LCU and
four LCVP. One transport, escorted by an LCI, was to continue
independently into Cochinos Bay for landing troops at the hcad of
the Bay. As a decception mecasure, two United Fruit Company ships
were hired to enter Puerto Cabezas harbor during the night the
assault shipping sailed. The prescnce of these ships plus the
one follow-up Garcia vosscl lying off the harbor would, it was
hoped, conceal the fact that the operation had been launched.
This deception was apparently successful, for available intalligence
indicates that Castro was not aware that an invasion forcc had
left Nicaragua until after the landing.

c. The Plan for Landing. The plan provided for landings,
commencing at 0200 17 April, at three widely scparated bcaches as
follows:

of beachhead). Two reinforced infantry companies, about 400 men,
were to land from one trangport at this beach, utilizing six

{

1 (1) Red Beach, (Hcad of Cochinos Bay; lcft flank
!

‘ 19 foot and four 14 foot aluminum craft with outboard motors.

§ (2) Blue Becach (Playa Ciron; center of the beachhead;
| about 18 miles from Red Beach). The main body, about 700 men,
| including two infantry companics, the hcavy wcapons corpany less
‘ detachments, the headquarters and service company, tank platoon
and motor tramsport platoon, werc to land here utilizing LCI's,
| LCVP's and eighteen 19 foot aluminun boats from thrce transports.
~ Reserve supplies (10 days) were to bo unloaded at this beach.

(3) Green Beach (Right Blank of the beachhead;
about 18 miles east of Blue Beach). One rcinforced company, about
200 men, was to land at this beach from an LCI utilizing one LCVP
and the two launches available in the LCI.

| d. Underwater Dcmolition Team (Upt) Plan. UDT swicmers
were to reconnoiter and mark each beach with lights prior to the
i landing of troops.

SEGRFY
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e. Naval Cunfire. Ome LCI, mounting cleven 50 caliber
machine guns, five 30 caliber machine guns and two 75mm recoilless
: rifles, was to support the landing at Red Beach, while the sccond
simlilarly armed craft was to support at Blue Beach prior to
departing that arca for the purpose of landing troops on Grcecen
Beach to the east.

f. Airborne Landing. The airborne company was to land
at dawn by parachute from five C-46 aircraft in five drop zones
for the purpose of scaling off the roads crossing the Zapata
swamp into the becachhecad area from the north.

g. Scheme of Mancuver.

(1) The beachhcad area consisted of a belt of dry,
scrub-covered land, about forty miles in length from east to west
and from three to six miles in width, scparated from the interior
of Cuba by a vast swomp impacsable to foot troops. The only
approaches to the becachhead from the interior of Cuba consisted
of three roads crossing the swamp from the north, and a coastal
road lecading to the east flank of the beachhead from Cicnfucgos.
Movenent off the roads in the swamp arca was impossible, while
the coastal road from the cast led through a narrow strip of land
betwecen the swamp and the sca.

(2) Tho scheme. of mancuver was designed to seize
and defend positions dominating the exposed, canalized routes
across the swamp and blocking entry into thec beachhead at the
narrow ncck of dry land at the cast flank., Outposts beyond the
swamp on the three roads leading from the north were to be
dropped by parachute.

h. Air Plan.

(1) Dawn attacks on D-Day were planned against
all airfields revealed by photography to have fighters or bombers
still oporational after the surprisc attacks on D-2. Attacks
were also to be launched at dawn on naval craft in or near the
objective arca and against other military targets. Two B-26
aircraft, after completing their attacks, were to land on the
airfiecld near Blue Bcach and continue flying interdiction and
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support missions, using ordnance which was to be promptly landed
over the beach by an advance aviation party and fuel from the
3,000 tanker to be landed carly from an LCU. All available
aircraft were to phase back to the becachhcad in afternoon
sorties for interdiction, close support and other attacks as
necessary.

(2) Enclosure (3) is the target 1list for D-Day
extracted from the Zapata plan. Somc of these targets were
removed from the target list at the last moment in view of the
injunction from higher authority that air attacks on D-Day would
have to be morc limited. The targets removed from the list were:
Managua Military Basc (where tanks and artillery were parked);
Playa Baracoa Air Base (used mainly by helicopters and transports);
Bauta International Broadcasting Station; Topes dec Collantes
Milicary Base. (Succceding paragraphs describing the actual
operation, will show that nonc of these attacks planned for D-Day
werae carricd out as a result of ordems from higher authority.)

{. Communication.

(1) The internal radio communication system of
the Brigade was similar to that of a reinforced United States
infontry unit of similar size, but was more extensive in amounts
of cquipment and number of nets cmployed. Portable radios with
a voice range of 30 miles were used for communication betwcen
Brigade Hecadquarters and the various companies of the Brigade.
Nets for tactical and administrative purposes, mortar spotting
and air-ground control were provided.

(2) For communication with Headquarters in the
United States and the alr base in Nicaragua, the Brigade was
equipped with two commmication trailers which were to be landed
from two separate ships. In addition, it was provided with six
wman-portable sets (RS-1) capable of communication with Hecadquarters
in the United States or Nicaragua. Mochanical cifor- & ipment
and one-time pads were available for cncryption and decryption.

(3) The command ship and alternate command ship -
(LCI's) had direct CW radio links with the United States and
Nicaragua, and voice nets for naval command, boat control, and

SECRET

Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 : CIA- RDP85 00664R000700150001-8



Ao, 3 F 0 n
se 2012/06/01 : CIA-RDP85-00664R000700150001-8 .

-30-

Declassified'in Part - Sanitized Copy Ap'iorc;ved for Relea

ship-to-shore liaison and logistical purposcs. The Brigade
Commander could rclay messages to the United States oY
Nicaragua through either of thesc ships.

(4) Each troop transport was provided with a
direct radio circuit to the United States and Nicaragua.

j. Supplies.
(1) Assault Shipping.

(a) The equivalent of two basic loads of
amnunition for all units was dock loaded aboard the transports
1ifting thc units concerned. Individuals were to land with
three days cmergency-type rations and all the ammunition they
could carry.

(b) Scven 2% ton trucks, 1lifted in the three
LCU, were pre-loaded with ammunition of all types.

|

| (c) Paramilitary arms packs (arms, ficld

l cquipment and limited ammunition for outfitting guerrilla forces)

; wore available in assault shipping (2 LCI; ATLANTICO) for 4,000

! men.

| (d) Tecn days supply of Classes I, III and V

| was loaded in the holds of onc of the assault ships (RIO ESCOND1DO) .

(2) Follow-up Shipping.

g (a) Onc transport (LAKE CHARLES) with ten
| days of cupply, Classes I, III and V, was scheduled to arrive
at the objective arca om the morning of Di-2 from Nicaragua.

(b) A sccond follow-up ship (ORATAVA) o
with twenty days supplies, Class I, III and V, for the landing
force, was to be on call in the Caribbean Sea south of Cuba.

This ship, in addition to the ahove, carried 21,000 bulk
raticens, medical.supplies, aviation gasoline and 30 days aviation
ordnance for the entirc Cuban air force.
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(c) A third follow-up ship (LA PLAYA)
with arms and amounition for 15,000 mcn, plus vehicles,

communication equipment, mcdical supplies and POL was alco
to be on call south of Cuba.

5 ‘ (3) Air Delivery.

j (a) Threc days supply of Classcs I, III and
; V were available at the airfield at Pucrto Cabezas, Nicaragua,
: for air landing or parachute delivery.

(b) Paramilitary arms packs for 3,000 men
were avallable for air delivery at three airficlds in Guatemala,
Nicaragua, and Opa Locka.

(4) Additional Backup. Arms, cquipment and
gsupplies for 15,000 men were positioned by the Defense Department
at Anniston, Alabama, as additional backup. Sufficient of the
above for 2,000 men was prepared for afir drop.

k. Evacuation.

(1) Establishment of a rear medical facility for
recelipt of casualtices evacuated from the objective arca was a
problem which defied solution until a few days before exccution
of thc operation. Authority could not be obtaincd for use of
a facility in the Unitad States. There were no usable facilities
at bascs in Guatemala or Nicaragua, and, in any cevent, the
governments of those countrics did not wish to have Cuban
casualties evacuated there.

(2) Finally, it was decided that the Department
of Defense would establish a field hospital at Vieques, Puerto
Rico, to be opcrational by Dr5. This plan was abandoned, however,
and it was agrecd in the end that casualties would be evacuhncd
by air or sca to Ramey Air Force Base, Puerto Rico.

20, EXECUTION OF THE OPERATION. A surmary of the more
cignificant events of the actual operation ig recorded in
following paragraphs.
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21. AIR STRIKES ON D-2 (15 APRIL 19061).

a. The purposc of these strikes was to destroy Castro's
tactical aircraft, all of which were beliecved from photographic
interpretation to be based at San Antonio, Campo Libertad and
Santiago. Three B-26 were progremmed against cach of the first
two of these fields and two agalngt the third. Each aircraft
carried ten 250 pound fragmentation bombs, eight 5 inch rockets
and full agrmmunition for cight 50 caliber machine guns.

b. The attack was exccuted at dawn, as planncd.
Returning pilots rcported destruction of 50 percent of tactical
aircraft at Campo Libertad, 75 percent at San Antonio and 100
percent at Santiago. The readout of photography taken immediately
after tha strike indicated that pilot reports were optimistic,
and a conscrvative estimate was that only about 50 percent of
Castro's original tactical air force of 15 to 18.serviccable
aircraft had been knocked out.

c¢. Antialrcraft fire from 50 caliber and 12.7mm guns
was reported as heavy at Campo Libertad and San Antonio. One
friendly aircraft was disabled and crashed in the sea north of
Havana. Two other alrcraft landed at friendly bases low on
- fuel. The aircraft and crews were recovered.

22. THE DIVERSION OPERATION.

a. The Diaz Group of 170 men was staged and
cmbarked on schedule and proceeded to its objective areca
thirty miles cast of Guantanamo in the Cuban coastal vessol
(SANTA ANA) chartered for the operation. The Group failed to
land during the night of 14/153 April as planned, however,
reporting that difficulty had becn encountered in finding the
beach and the reconnaissance boat and two rubber landing craft
had bcen lost.

b. Prior to launching the Diaz opcration, the radio
man and saeveral othcer members of the ten-man C.I.A. tcam which
was to meet Diaz at the beach were wounded in an accident with
a hand grenade, and Hcadquarters contact with the inteanded
reccption party was lost.

c. Upon learning of Diaz's failure to land, Hcad-
quarters ordered him to land on the following night, but again
he failed to do so giving a number of excuses. The undersigned

B
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decided at this time that the real reason for not landing was a

| failure of leadership, and it was believed that Diaz would never

. land as ordexred. Accordingly, he was instructed to procced to

; Zapata where he was to join the main force. piaz did not

l {mmediately comply with thesc salling instructions, but eventually
reached the Zapata arca too late for tha opcratiom.

l d. This abortive effort illustrated onc truth in
regard to the entire operation -- the forces involved were

1 composed of volunteer foreign nationals, all based, with the

\ exception of Diaz's group, in countrices outside the United

‘ states, and comsecquently the United States cxercised no legal
guthority over them. All the Cuban forces except Diaz's,
however, voluntarily complied with all i{nstructions issued by
C.I.A. Headquarters.

23. THE AMPHIBIOUS/AIRBORIE OPERATION AT ZAPATA.

a. Fmbarkation and Movement tO the Objcctive.

}

|

|

%

\

1 _ (1) These operations were smoothly exccuted
according to plan. (See paragraph 19.) The ships formed
column at the planned place and time and made rendezvous on
schedule at 2300 with the Navy LSD carrying tha three LCU

g _ and four LCVP, about 5,000 yards off Blue Beach (Playa Giron).

| The transport HOUSTON, lecd by the radar-cquipped LCI BARBARA J,

% proceeded onward into Cochinos Bay enroute to Red Beach.

(2) There 18 no ovidence to indicate that the
Cuban Covernment was aware of the approach of this force until
the landing was coummenced.

b. Cancecllation of the Air Attacks Apainst Cuban
Military Airficlds and Other Targets Planncd for 0540R on
D-Day. (See paragraph 19h.)

(1) At about 2215 on the night of 16 April, I
; was informed at the Command Post by Mr. Esterline, the Project
i Chief, that these attacks had been cancelled by order of the
President on recommendation of the Department of State. Upon
hearing this, I immediately telephoned Mr. Bissell, the Deputy
Director (Plans), who was at the Dcpartment of State, and

z STORE
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urged in the strongest tcrms that the President be immediately
- yequested to reconsgider this decision and that the possible
_digastrous consequences of cancelling thcse attacks be
~explained to him. I offered the prediction at this time that

shipping, with the esscntial supplics on board, would be

sunk, possibly to the last ship, on the following day, since

it was knowm that Castro still posscsscd a dangerous fighter
and bomber capability. I stated also at this time that if the
decision to cancel the air attacks had been comxmunicated to

the Command Post a few hours earlier, I would have strongly
urged that the shipping be withdrawn without attempting to

land the troops. Eut as it was, the ships were alrcady closely
approaching the trangport arca off the beaches, and by the time
a message could reach thoem, the landing opcrations would be
underway.

(2) Mr. Bissell, and Ceneral Cabell, the
Dcputy Director of Central Intelligence, conferred with
Secrctary of State Rusk about the matter, but did not sce

" the President. It is my understanding that Seccrectary Rusk,
~ after talking with General cabell and Mr. Bissell, telcphoned
- the President and recommended that the decision to cancel the

air attacks rcmain unchanged. The President accepted this
recoumacndation.

(3) After it was learned at the Command Post
that the decision had not been changed, a message was sent

" to the task force at 0149 warning that Castro's air force

had not been destroyed. The task force was ordered to expedite
unloading during the night and to gail all transports, cxcept

the RIO ESCONDIDO, to the south at best speed. The RIO ESCONDIDO
was to rcmain at Blue Beach to continuc unloading its vital
reserve supplics under protection of the guns of the two LCI,
BARBARA J and BLAGAR. . ,

¢. D-Day Opcratibns at Bluc Beach (17 April).

(1) UDT Reconnaissance. A reconnaissance boat

with UDT personnel and the C.I.A. opcrations officer from the
Command Ship BLAGAR, Mr. Lynch, i1anded at Blue Beach shortly
after midnight and marked the beach with lights. A coral reef
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about onc-foot bencath the surface was discovered about

100 yards off the beach. Members of the UDT team werce
forced to fire on a jcep which approached their position.
Three trucks promptly arrived carrying troops who cngaged

in a fire fight with Lynch and his party. Lynch called for
fire support from the BLAGAR, which closed to 400 yards and
drove all opposition from the beach in ten minutes of firing.
Lynch then called for troops to land.

(2) Landing of Troops.

\ (a) Troops commenced landing at 0100.
_ There was no opposition in the immediate beach arca, but
! ‘ about one hundred militia were encountered in the towm of
Playa Giron immediately inland. Seventy of thesc were
. captured, and the remainder fled leaving theixr wcapons
" bebind. Troops continued to land without serious oppositiom.

: (b) At daylight, a channel through the
coral reef was located and marked, and LCU's began to land
- vehicles at 0600.

U et e

‘ (3) Encmy Alr Attacks. Enemy air attacks
| against the invasion force cormonced at 0630 and continued
| all day. B-26, Sca Fury and T-33 aircraft participated in
the attacks, with no wmore than two aircraft appcaring at any
~ one time during the day. The BLAGAR shot dovm one Sea Fuy
- and two B-26 (assisted in one of these kills by a friendly
B-26).

(4) 1In view of the encmy air attacks, the
Brigade Coumandor decided to land troops scheduled for
Green Beach with the main body at Blue Beach, thus avoiding
the danger of loss at sca. By 0825, all troops, vchicles
and tanks were ashore at Blue Beach.

(5) Loss of RIO ESCOMDIDO. This ship, with
ten days rescrve supplies on board was sunk by cnemy air
attack at 0930. All crew mcmbers were rescuod.

(6) Encmy air attacks against the ships
continued as they withdrew to the south.
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% d. Operations at Red Beach.

(1) UDT Rcconnaissance. Mr. Robertson, the C.I.A.
opexations officer with the LCI BARBARA J, lcd a UDT tcam to Red
Beach shortly after 0100 on 17 April and marked the beach. The

reconnaissance party silenced cnemy automatic weapons fire coming
from the left flank.

(2) Landing of Troops. Troops cormenced landing
without opposition, but encountercd fifty milicia immediately
inland, foxrty of whom were captured. Scveral trucks which
approached the beach within the first half hour wecie successfully
attacked and driven off by gunfire from the BARBARA J. Captured
militiamen offered to fight against Castro.

(3) loss of the HOUSTON. The HOUSTON was hit by
rockets {rom cnemy aircraft at 0630, and beached on the west
side of Cochinos Bay. Onec infantry company, less its wcapons
platoon, was still on board. These men, with the ship's crew,
went ashore but never reached the Red Beach arca.

(4) One cncmy B-26 was shot down by machine gun
fire from the UDT boat.

(5) Combat Action. At about 1000, about 500 to
600 militia attacked the Red Beach force from the north and
wore driven off with heavy cacualties. Tanks accompanying
this Force were cither destroyed or stopped by friendly
aircraft. |A tank and two ammunition trucks arrived from Blue
Beach in time for action against the next attack at 1400
by an estimated 1,500 militia. These troops, who arrived in
open trucks and semi-trailers, werc ambushed by the Red Bcach
" force, cmploying the tank, 57mm recoilless rifles, 3.5 rocket
launchers, machine guns, and other available wecapons. LEncmy
troops were caught by this fire before they could dicmount,
and friendly survivors have estimated that fifty percent of
these encmy troops were killed or wounded. |The next attack
came in the evening and lasted all night. ive cnemy tanks
were knocked out by the Red Beach force during the night.
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- (6) The BARBARA J was strafed by an cnemy
Sea Fury during the day, and two cngines werc disabled.
A near miss with rockets opened her scams slightly and she
began taking water.

(7) Retircment to Blue Beach., On the morning
of Drl, the Red Beach force, being almost out of ammunition,
retired in good order to Blue Beach, utilizing captured
trucks, and took up positions in the Blue Beach perimeter.
They were not pressed by the encmy during this retirement.

(8) Coopcration of Civilians. Forty civilians
in the Red Beach arca volunteered to assist the invasion force
and were cmployed as truck drivers and laborers.

e. Alrborne Landing. The airborne company landed
: in all but one.of five scheduled drop zomes at 0730. Light
| resistance was encounterced. Little is known of further actions
by the airborne company, cxcept that the force which landed
! north of Blue Beach held positions successfully until D2,
the final day of the operatiom.

f. Continuecd Action at Blue Beach.

(1) Air Supply. During the night of 17/18 April
one C-54 drop of ammunition was made at Red Beach and three
C-54 drops at Blue Beach. Three C-54 drops were made at Blue
Beach during the following night, but only two were received.

(2) Combat Action. Reports have indicated that
the Blue Beach areca was quiet during the morning of D+1, but
the cnemy attacked from west, north and east in the afternoon,
employing tanks, artillery, and aircraft. Tho battle continued
throughout tho night of 18/19 April.

(3) Attempt to Land Supplies. Orderxs were issued
from Headquarters for ammunition and supplies to be offloaded
from the transports CARIBE and ATLANTICO into the threec LCU
s which were to be escorted to the beach during the night of
i 18/19 April. The LCU's were not able to rendezvous with these
transports until the evening of 18 April. The LCU's were
loaded and the run to the beach was commacnced, but the BLAGAR

SEGRET

oz e

.
ke
<3
&

S Y A e e s S
TR i e RNEPAUASIR ARSI

e e o b e

Declassified in Part - Sanitized Cbpy Approved for Release 2012/06/01 : CIA-RDP85-00664R000700150001-8



Declassified i - Saniti e - a5
ified |vn Part - Sanitized Copy Approved for Relegge_23f2706/01 : CIA-RDP85-00664R000700150001-8

-38-

reported that duc to the slow specd of the LCU's, the cratt

| could not arrive at the beach until after daylight. Encmy

' fighters by this time were over the beach continuously during
daylight hours, and it was considered a certainty that the
craft would be sunk before they could reach the becach to
unload. Accordingly, the mission was cancelled by Hecadquarters,
and instructions for air supply during the night were issucd
to the air base in Nicaragua.

: (4) Evacuation Attermpt. A message was sent to

1 the Brigade Commander om 18 April stating that ships and craft
would be moved to Blue Beach to evacuate troops that night 1f
he so rocomcended. He replied that he would never be cvacuated.
At 1300 on 19 April, the two LCI and three LCU headed for the
beach, in accordance with orders from Headquarters, to evacuate
troops, but the convoy reversed course upon learning that the
beachhead had fallen.

(5) Final Day of Battle (19 April). The cnemy
continued to press Bluo Boach from thrce sides with tanks,
infantry and artillery during the day. In the morning, a

1 counter attack was launched to the west along the coastal
; road by about 90 men and two tanks. The tanks returned later
: in damaged condition, but the infantry force was not heard
from again. In the coursc of the day's battle, amounition
i supplies were oxhausted, and at about 1600 in the aftermoon
’ organized resistance ccased. Survivors have stated that
the lines did not collapse until all ammunition was expended.

g. Summary of Friendly Air Action.

(1) D-Day.

(a) Eleven B-26 were phased over the

L beachhead for close support and interdiction during the day.
These aircraft attacked ground targets, sank a patrol cscort
ship (3 inch gun) necar the isle of Pincs, and one aircrait
attacked the airfield at Cienfuecgos. Omnly three of these
cleven aircraft returned to base. Four were shot down, while
3 the remaining four landed at other friendly bases. Some of

| these four aircraft, and all the crows, were returned to

f _ base late tha next day.
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(b) Four new B~26 arrived at Nicaragua
from the United States that night. During the night, thrce
B~-26 were launched against the San Antonio airficld where
D-Day photography had revealed the opposing aircraft were
based. This misgion was unsuccessful due to haze and poor
visibility.

(2) p:l.

(a) PFive aircraft flew missions over the
beachhcad during the worning and attacked ground targets.

(b) In the afternoon, a highly successful
attack was launched by six alrcraft (two flown by Amcricansg)
against a 20-mile-long truck and tank column approaching Blue
Becach from the west. Several tanks and about twenty large

"~ troop-laden lorries were destroyed by napalm, bombs, rockets

and machine gun fire. (It is noteworthy that an encmy report
intercepted on this date indicated that he had already suffered
1,800 casualties, mostly from air attack.)

(c) This column was attacked again during
the night by six B-26.

(d) Four additiomnal new alrcraft reached
the base in Nicaragua during the night.

(3) Dr2.

(a) Five aircraft (four with Amcrican crcws)
were sent in carly morning sorties over the beachhecad. Turce,
including two piloted by Amcricans, wore shot down by T-33's
Additional sorties were flown during the morning as aircraft

. could be readied.

(4) 1t is cstimated that only three cnemy T-33
and two Seca Furics were left in action after D-Day. These
fighters were sufficient, however, to kecp almost continuous
cover over the beachhead, making it almost suicidal to attempt
opcrations in the area with B-26 aircraft, which were virtually
helpless against fighter attack.

orehtl
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(5) It sccms reasonable to conclude that the
attacks on military airfields originally programmed for 0540
on D-Day, but which had to be cancelled, would have had an
excellent chance of eliminating Castro's offensive airx
capability or of rcducing it to incffectiveness. 1f this
had been done, fricndly B-26 operations could have been
maintained over the beachhead area and the approaches
thereto continuously during the day, and ships could have
unloaded the supplics nceded to sustain the Brigade. This
could have turned the tide of battle, since Castro's road-
bound truck columms proved highly wvulnerable when friendly
B-26 were able to locate thcem, and the Brigade, itself,
| was not defeated until its ammunition supplies were cxhausted.

.

24. RESCUE OPERATIONS. Mr. Robertson and Mr. Lynch, with
five Cuban UDT men, operated from United States destroyers for
several days after collapse of the beachhcad and rescued twenty-
six survivors from the coastal arca west of Cochinos Bay.

25. INTELLIGENCE FACTCR2S.

a. The ultimate success of strike operations against
Cuba in causing the overthrow of Castro depended upon the
precipitation by these operations of large-scale uprisings
among the people of Cuba and widespread revolt within the ranks
: of Castro's armed forces. The invasion force was never intended
| to overthrow Castro by itself, and no representations were ever

made by the Central Intelligence Agency that the force had such
a potential.

b. There was much evidence from available inteclligence
sources, including agent reports and debricfing of persons
recently coming out of Cuba, to indicate that the country was ripe
for rcvolt. An analysis of actual and potential anti-Castro
resistance in Cuba made by the Paramilitary Staff in March 1961
is contained in enclosure (4). After this was written, reliable
intelligence was received indicating that the entire Cuban Navy
was plotting a revolt, which was to take place at about the
same time as the planned invasion.

¢. The low estimate by the Paramilitary Staff of
the fighting qualities and potential of Castro's militia was
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bascd upon accurate knowledge of militia pcrformance against
guerrilla forces in the Escambray Mountains over a period of
six months. Some of the gucrrilla leaders from the Escambray
were exfiltrated and debriefed by the Central Intelligence
Agency after resistance in these mountains collapsed. There
can be no question of the fact that the militia performed very
poorly in the Lscambray, and dcmonstrated low morale, lack of
cfficiency and a marked reluctance to close in decisive combat
even with small, poorly armed guerrilla forces. The gucrrilla
forces in the Escambray werc reduced by secige, which cut off
food supplies, and not by direct combat,

d. The military proficicncy demonstrated by the

militia at Zapata indicated that great progress had been
made in intcgrating Bloc cquipment and in the training of
Castro's hard-core Communist followers during the carly months
of 1961, There was also recason to suspect that militia
operations were being directed by European military personmncel. -
The tactics employed were Communist-style, and enemy voice
transmigsions in a strange tongue, not Spanish, were intercepted
by the Brigade. Inteclligence indicates that these “elite”
militia forces suffered extremely hcavy casualtics during
the three days of fighting, and they were not able to ovoercome
the Brigade until .the latter was out of ammunition.as a result -
of our inability to cupply the force against thc opposition of
Castro's five rcemaining fighter aircraft. It would scem
; recasonable to conclude that i1if the Castro Air Force had been
1 climinated at the beginning so that uninterrupted unloading
of supplics could proceed at the beach and our B-26 aircraft
could operate effectively, the Brigade would have had an
excellent chence of breaking tha hard-core militia, which
obviously was what Castro used in the battle.~ Casualties in
| the number being expericnced by the militia “(estimated 3,000
! to 4,000) could not have been sustained more than a few uore
| days without collapse. The breaking of the hard-core militia
\ would probably have becn the signal for revolt of the Rebel

Army and remaining clements of the militia, who were known to

be of dubious loyalty to Castro. In this regard, it is significant

that the 150 militia prisoners captured by the Brigade offered

to fight against Castro, and the majority of able-bodicd male

civilians in the invasion arca did likewise. It is also
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significant that no knowm Rebel Army units participated In the
battle, indicating Castro's lack oi rfaith in their loyalty.

It is also significant that Castro's Navy did nothing oi
importance against the jinvasion force.

o. The theory that upricings and rcvolt wculd

be triggered did not receive an adequate tesi in the operation.
Agents throughout Cuba were warned shortly berove the invasion
l to make all prcparations for action, but the exact invasion
‘ arca and timing could not be revealed to them in view ox the
knovm propensity of all cubans to tell scerets. There was
‘ also a poscibility that one or morce agents would, unlnovm to
! us, be doubled (controlled by the cnemy) . Lt would not be
. rcasonable to <imect revolts Lo develop within a period of two
| or three days which turned out to be the extent of life ok

the invasion force, nor could revolt be expected unill the
: invasion force had demonstrated that it had a food chance
g of c¢nduring on Cuban soil. There {6 conclusive cvidence that
i Castro feared revolt in the fact that he promptly arxrested
' 30,000 persons throughout Cuba. One C.I.A. cgent reported
chat 2,500 men had requested arng from him icmediately anter
the invasion took place, but the invasion did not last lonj
cnough to permit supply of arms.

26. POLICY RFSTRICIICNS WHICH LIMITED THE EFFLECTIVINYSL
OF PARAMILITARY OPLRATION..

a. Tac most significant policy restrictions which
hampered the preparatlon for cnd conduct of cffective para-
military opcrations are listed below.

et el 8 e e A i

(1) 7he regtriction prohibiting use of bases
in the United States fov trainine parcmilitary forces.
(Adcquate training base could not be obtained in othor countrics.)

| (2) The restriction prohibiting use of cn air

* base in the United states joxr Jori.st:ical overiligbts in supnort
of ~ucrrilla torces ~nd of the strike torce when londed. (The
Cuaicemalon basce was the only base avoilable ifor several months,
until Pucrto Cabezas, WHicaragua, was put into use shortly betore
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the invasion in April 1961. Doth were too distont Lrow the

tary

et fox circctive, large-scale logistical flights with the

aircraft available (€-54 and C-%46). Missions could have been

far more cfficiently flowm and supported irom the United states,
witih fower logistical problems, and possibly with less
publicity than that which resulted from Cuatcmalan operations.)

(3 The restriction prohibiting usc ox lnericon
DX cn

contract pilots sor acrial supply of gucrrilla forces.

(Cuban

pilots Jdemonstrated at an carly date thelr inability to perform
these missions. American pilots, on the other hand, have

‘ proved their ability in this field in meny arcas o the woirld,

E working with a variety of indigenous forces. The failure to

| supply guerrilla organizations was a critical failurc in the

overall operation.)

(4) The restrictlon prohibiting use oi a base

ju the United States ior tactical airx opcrations jn cupport of

§ the ammbibious landing. (About nine hours were requived Lo

ﬂ turn around a B-206 for a sccond mission over the target from

’ Micaragua, cnd pilots were physically unable to £1y more thaon

i onc mission per day. Im the actual operation, nuncrous aircraft
i ‘ were forced to land in the United sStates or British tcrritory

| have been used to protect the bombers. Tocation

duc to fucl shortage, and werce out of action during the critical
peviod. From a base in Florida, the number of sortics Llovm

could have been doubled or tripled, and fighter aircrart could

of bases in

third countries also complicated security and loglstical
problems cnd incrcased the likelihood that use of the baces
would be denicd soon after commencenent of operations.)

(5) The _restricticn prohibiting use of Amcrican

contract pilots for tactical air operations. (Authority was
gronted to hire Zmerican pilots, but not to use then.
Aricricon pilots were thrown into the amphibious opecration
during the second and third days as ¢n cmergency measurc.

oCne

Use oi adequate numbers of highly skilled, combat-expericnced

SEGRET
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(6) The restricticn prcventing use of more
cffective tactical aircrait than the B-206 bomber.

(7) The restirictions preventing the iull
application of the_tactical air power available. (The
preicrred plan presented by the Pavauilitary stafi called
for full-scale air attacks by all available aircrart on
mi.litary airfields, as well as against tank, artillery and
truck parks, conmencing at davm of D-1 cnd involving canotiher
maxirum cffort at dusk and continuation of full-scale operaticns
on D-Day and thercafter. Pressure by the Depavtment oi state
against the use of tactical air resulted in the watering dovm
of this plan. See paragraphs 11, 12 and 14, The initial air
strike on D-2 was made against three airifields only, and only
cight of the fifteen available bombers were permitted to
participate.

(An initial full-scale raid by all rifteen
of the availablce bombers would certainly have had a much greater
destructive cffect then the vald by cight aircraict, and might
have elimincted Castro's tactlical air force at one blow.

(Restrictions on the cmployucnt of napalm
also reduced the ciiectivencss of operations. Use of this
wcapen against concentrated aircraft, tanks, artillery, ond
truci:s clearly visible in up-to-date acrial photographs could
1 have been a decisive factor. For cxzample, onc photograph
’ revealed a concentrated tanl: park with 36 tenlis ond a truck
park with 150 trucks. Napalm could have climlnated these,
as well as other tenk, truck, ond artillery parks revealed
by othcr available photography. By limiting the nunber ol
aircraft in the initial surprisc strike, and lecaving these
i important targets untouched, Casiro was glven the opportuniiy
to dispcrse thesc concentrations.

s e e e AP

‘ - (Cancellations at the last moment, while
the troops were alrecady ofi the beaches preparing to land,

of the air attacks plenned for 0540 on D-Day against Castro's
remaining tactical airerafc, doomed the operation to failure.
Sce paragraph 23b.

(Restrictions which prcvented the full
anplication of available airpower in accordance with sound
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tactical principles must be recarded as primarily rcesponsible
tor failurc of the anphlibious oncration.)

v

b. ‘The Department of state wvas the pr]ngip al advocate
of the rvestricticns listed above. The ratlenale oi these seli-
: imposed restrictions vested upon what proved to be an unrealictic
requircaont, impossible of fulfrllmbnt undor the civcunstonces,
to conduct operations in such a way as to be non-actvibutable
to the United states, oxr, at lcast, »nloucibly deniable. In the
interest of non-attributability, the requircment for oporational
cffectiveness was so completely subordinated that the eond
result was Y'too little, too late', and the United States had
to bear publicly the responsibility Jor a failure rather than
the responsibility for a success. The price paid by the United
States in terms of public clemor by our cneniles was high cnougi
to have covered the cost of additional measures that could have
been taken to ensure success. Lt scemed to this writcer through
the many months of this cfiort, that the United States was
trying to achicve a very important objective at a very snall
cogt to itsels, while it would have been in the naticnal
~interest to act more boldly and openly and accept nore risks
‘ as might be necessary to cnsurc that cvery necded mcasure would
! be taken to win the objective, which had to be wen, and still
% must be won, and soon, if all Latin America is not to be lost
to Cormunism

27. CONCLUSIONS. The following conclusions are based
upon my cxpericnces of the past cight months as Chiel of the
Paramilitary staif of the Central Intclligence Agency Cuba
Project:

a. The Covernment and the people oi the United
states are not yet psychologically condltioned to participate
in the cold war with resort to the harsh, rigorcus, ond oxten
dangerous and painful measurcs which must be taken in ovder
i to win. Our history and tradition have conditicned us tox
i all-out war or all-out peace, and the resort to war-like
f measures in any situation short of all-out war is repugnant
i ‘to the American mentality. In order to win the cold wvar,
this inhibition tmst be overcome.
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b. In a cold war paramilitary opcration, therec is
a basic conflict of interest between considerations of military
effectiveness on the one hand and political considerations on
the other. Since in the cold war natlonal survival does not
secm to be immedlately at issuc (although this writer would
deem that it is), political considerations tend to dominate,
with the result that military mcasures arec progressively
restricted and subordinated. Expericnces of the past few
years indicate that political restrictlons on military mcasures
. may result in destroying the effectiveness of the latter, and
the end result is political embarassment coupled with military
failure and loss of prestige in the world.

c. Paramilitary operations canmot be ctfcctively
conducted on a ration-card basis. Therefore, if political
considerations are such as to prohibit the application of all
military weasures required to achieve the objective, then
military operations should not be undercaken.

d. Civilian officials of the Government should not
attempt to prescribe the tactics of military or paramilitary
opcrations.

¢. For an effort of the kind made against Cuba,
detailed policy guidance, in writing, is required from the
national level. A national plan should be written at the
ouisct, sctting forth the responsibilities and tasks of cvery
: Department and Agency concerncd. An organization must be
i provided for directing and coordinating the actions by all
! Departments and Agencies in the cconomic, political, psychological
and military ficlds.

H £. In pursuing an operaticn of the kind conducted
” against Cuba, governmental machinery must be established fox
prompt, declsive resolutlon of policy questions as they arise.

g. Paramilitary opcrations of any appreciable size
cannot be conducted on a completely covert basis, and the
requirement for non-attributability introduces trcemendous
complications in the accomplishment of what would otherwise
be simple tasks. Since paramilitary opcrations on &n increcacing
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scale will probably be required as wc face ycars of cold war

in the ruture, the United Statcs should be prepared to operate
more boldly and overtly in this f{cld, as do our cncmico of the
Sino-Sovict Bloc.

g. The Central Intclligence Agency does not have
; required orgcnization, cquipment, procedurcs, bascs, iaci litices
Z nor staff for the planning and conduct of paramilitary opcerations.
i 1t cannot conduct such opcraticns without relying heavily upon
i the Department of Dcfense for pcrsonncl, cquipment, supplics,
facilitics, and other support.

g i. Primary recponsibility for all parcmilitary
; matters, including the organization, cquipping, training,
opcrational employment cnd support of indigenous guerrilla
forces, should be assigned to the Department of Dcfense,
which has vast human and material resourcces and proper
organization and proccdurcs for accomplishment of thesc
functions. :

j. All military opcrations of any kind, including
those of a paramilitary nature, should be under the direction
and control of the Unified Compander in whose arca the
operations are to take place. It would be advisable to form
a special task force within the Unified Command, with represcenta-
tion from Army, Navy, Marine Corps, Air Force, and C.I.A. as
required, for conduct of paramilitary opcrations.

k. Within thc Department of Defense, the responsibility
for ground paramilicary matters should be asaigned to the Army
Special Forces, sincc these fbrees are especially trained and
organized for such missions.

1. It would be advisable for all mcmbers of the
Joint Chiefs of Staff to attend meetings with the President
and Cabinet Officers at which cny military matters are to be
discussed. It cannot be cxpected that ony gingle military
officer can advige adequately on all the technical aspects
of air, sca, and ground warfare. The Cuban opcration vas
cssentially a scaborne {nvasion. Such operations arc a
specialty of the Navy and Marine Corps. Therefore, the Chicf
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of Naval Cpecrations and the Cormandant of the Marine Corps,
if present at all meetings, would have been able to contribute
invaluable advice at the proper time.

@a. A Coomunist-style police state ig now firmly
entrenched in Cuba, which will not be overthrovm by means
short of overt application of clcments of United States
military power. Further eofforts to develop armed internal
resigtance, or to brganize Cuban exile forces, should not
be made except in connection with a planned overt intervention
by United States forces.

J. HAWKINS
Colonel, U. S. Marine Corps
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COP
COoEX ENCLOSURE 1

4 January 1961

MIMORANDUM FOR: Chief, wi/4

SUBJECT: Policy Decisions Required for Conduct
of Strike Operations Against Governzont
of Cuba

1. Purposs:

The purpose of this comorandum is to outline the
current status of our preparations for the conduct of amphi-
bious/airborne and tactical air cperations against the
Governzent of Cuba and to set forth certain requirements for
policy cccisions which must be reached and implemonted if
those operations are to be carried out.

2. Concept:

As & basis for the policy requirements to be pre-
gcated below, it would appear appropriate to review bricfly
the conccpt of the strike operations contewplated and outline
the objectives which these operations are designed to accomplish.

The concept envisages the geizure of a small lodzement
¢a Cuban soil by an all-Cuban erchibious/airborne force of
about 750 men. The landings in Cuba will be preceded by a
tcctical air preparation, beziming at dawn of D-1 Day. The
primary purpose of the air proparation will be to dastroy or
neutralize all Cuban military aircraft and naval vessels con-
stitutiny a threat to the {nvasion force. When this task is
cccomplished, attacks will then be directed against othar
military targets, including artillery parks, tank parks, mili-
tary vchicles, supply duzps, etc. Close air support will be
providad to the invasion force on D-Day and thereafter as long
as the force is engaged in combat. The primary targots during
this time will be opposing military formations in the field.
Particular efforts will be made to interdict opposing troop
movements against the lodgemont.

S“BHET- 1 -
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The initial mission of tho jnvasion force will be to
geize and dzofend a small area, which undar ideal conditions
will include an airfield and access to the sca for logistic
support. Plans must provide, howcver, for the eventuality that
the force will be driven into a ticht defensive formation which
will preciude suzply by sea or coatrol of an airfield. Under
guch circuzmstances supply would have to be provided entirecly by
airx drop. The primary objecctive of the force will be to survive
and maintain its integrity on Cuban goil, There will be no
carly atteopt to break out of the lodgcment for further offen-
sive opcrations unless and until there is a general uprising
against the Cagtro regime or overt military intervention by United
States forcoes has taken place.

1t is expected that theso operations will precipitate a
gencral uprising throuzhout Cudba and cause the revolt of large
scgments of the Cuban Army and Militia. The lodgcment, it is
heped, will serve as a rallying point for the thousands who are
rcady for overt resistance to Castro but who hesitite to act
until they can fcel ascme assurances of success. A general revolt
in Cuba, if one is successfully triggered by our opecrations, my
scrve to topple the Castro rejime within a period of wecks.

1f matters do not evcatuate as predicted above, the
lod~emcat established by our force can be used as the site for
estcblishment of a provisional governzent waich can be reccog-
nized by the United States, and hopefully by othex Acerican
states, and given overt military assistance. The way will then
be paved for United States military intervention aimed at paci-
fication of Cuba, and this will rcgult in the prowmpt overthrow
of the Castro Government.

| imile this paper is directed to the subject of strike

{ operaticns, it should not be presumed that other paramilitary

i programs will be guspended or abandoned. These arec being )
intensified and accelerated. They include the supply by air and
gea of guerrilla elcments in Cuba, the conduct of sabotage opera-
tions, the introduction of spccially trained paramilitary teams,
and the expansion of our agent networks throughout the island.

3. Status of Forces:

: a. Air. The Project tactical air force includes ten
* B-26 aircraft currently based in Cuatemala and at Eglin Alr
Force Base. However, thexre are only five Cuban B-26 pilots

-2-
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available at this time who are considered to be o
technical compotence, Six additional Cuban pilot
available, but their proficiency is questionable.

P85-00664R000700150001-8
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1t is planned that secven C-54 and four C-46 trans-
ports will be available for strike operations. Here again,
tho number of qualified Cuban crcws is insufficient. There
is one qualified C-54 crew on hand at this time, and three

C-46 creows.

Aviation ordnance for conduct of strike operations
18 yet to be positioned at the strike base in Nicaragua.
| Necessary comnstruction and repairs at this basc are now

scheduled to commence, and there appears to be no

obstacle

to placing this facility in a state of readiness in time for

operations as planned.

! Conclusions:

is grossly inadequate for supply operations which

(1) The number of qualified Cuban B-26 crews
available is inadequate for conduct of strike operations.

(2) The number of qualified Cuban transport crcws

will be

required in support of the {nvasion force and other friendly

| forces which are expected to join or opcrate in conjunction

with it in many parts of Cuba. It is anticipated
gorties will be required on a daily basis.

e e A e o 4+

for opecrations.

from Puerto Rico, requires repairs which may take

that multiple

b. Maritime. Amphibious craft for the operation,
including three LCU's and four LCVP's are now at Vieques,
Puerto Rico, where Cuban crew training is progrcssing satis-
factorily. These craft with their crows will soon be ready

The BARBARA J (LCI), now enroute to the United States "

up to two

weeks for completion. 1Its sister ship, the BLAGAR, is outfit-
ting in Miami, and its crew is being assembled. 1t is cxpected

that both vessels will be fully operational by wmid-January at

the la test.

In view of the difficulty and delay encountcred in
purchasing, outfitting and rcadying for sca the two 1LC1l's, the

| decision has been reached to purchase no more major vesscls,

L J
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but to charter them instead. The motor ship, RIO ESCONDIDO
(converted LCT) will be chartered this week and one additional
steam ship, somewhat laxger, will be chartered carly in Fecbruary.
Both ships belong to a Panamanian Corporation controlled by the
GARCIA family of Cuba, who are actively cooperating with this
pProject. These two ships will provide sufficient lift for troops
and supplies in the invasion operation.

Conclusion:

Maritime assets required will be available in ample
time for strike operations in late February.

c. Cround. There are approximately 500 Cuban personnel
now in training in Guatcmala. Results being achicved in the FRD
recruiting drive now underway in Mizmi indicate that cxtraordinary
measures may bo required if the ranks of the Assault Brigade are
to be filled to its planned strength of 750 by mid-January.
Spccial recruiting teams couprisced of members of the Assault
Brigade are being brought to Miomi to assist in recruiting
efforts in that city and possibly in other countries, notably
Mcxico and Venczucla. All recruits should be available by mid-
January to allow at least four to six weeks of training prior to
comnitment.

The Assault Brigads has been formed into its basic
organization (a quadrangular infantry battalion, including four
rifle companies, and a weapomns company). Training is proceeding
to the extent possible with the limited number of military im-

etructors available. This force cannot be adequatecly trained for
combat unless additional military trainexs are provided.

Conclusions:

(1) It is probable that the Assault Brigade can reach
i1ts planned strength of 750 prior to commitment, but it 1is
possible that upwards of 100 of these men will be recruited too
late for adequate training.

(2) Unless U. S. Army Spccial Forces training teams
as requested are sent prowptly to Guatcmala, the Assault Brigade’
cannot be readied for combat by late February as planned and
desired.

! (3) The Assault Brigade should not be committed to
action until it has received at least four and preferably six

CFRBEY
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wecks of training under supervision of the U. S. Army tcams.,
‘This mecans that the latter half of February is the carliest
satisfactory time for the atrike operation.

4. Major Policy Questions Requiring Resolution:

In order that planning and preparation for the strike
operation may proceced in an orderly manner and correct posi-
tioning of hundrcds of tons of supplies and cquipment can be
cffected, a number of firm decisions concerning major questioms
of policy are required. These are discussed below.

a, The Concept Itself.

! Discussion. The question of whether the incoming
i administration of President-clect Kennedy will concur in the
conduct of the strike operations outlined above neceds to be
resolved at the earlicst possible time, If these opcerations
are not to be conducted, then preparations for them should
ccase forthwith in order to avoid the ncedless waste of great
human effort and many millions of dollars. Recrultment of
additional Cuban personncl should be stopped, for every new
recruit who 18 not employed in operations as intended prescnts
an additional problem of cventual disposition.

Recommendation. That the Director of Central
Intelligence attcmpt to determine the position of the President-
.~ Elect and his Secretary of Statc-Designate in regard to this
~question as soon as possible.

b. Timing of the Opexation.

1f Army Special Forces training tcams are made
available and dispatched to Guatemala by mid-January, the
Assault Brigade can achicve acceptable readiness for combat
during the latter half of Fcbruary, 1961. All other required
preparations can be made by that same time. The opcration
gshould be launched during this period. Any delay beyond
1 March, 1961, would bc inadvisable for the following reasons:

(1) 1t is doubtful that Cuban forces can be main-
tained at our Guatecmalan training base beyond 1 March 1961.
Pressure upon the Govermment of Guatcmala may become unmanageable
if Cuban ground troops are not removed by that date.

szc’sf‘f

Voo RSO RIS, TL&‘“M..XL TR o I S i R ST A A TN XY TN s e w S b WO e e ST AR S A e

[ oy

Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 : CIA- RDP85 00664R000700150001-8



- gun ¢ - e ’ ",/*'\‘\
Declassified in Part - Sanitized Copy Approved for Relqase_20,1 2/06/01 : CIA-RDP85-00664R000700150001-8

VLKL -

(2) Cuban trainces cannot be held in training
for much longer. Many have been in the camp for months undexr
most austere and restrictive conditions. They are beconing
restive and if not committed to action soon there will probably
be a general lowering of morale. Large-scale descrtions could
occur with attcndant possibilities of surfacing the cntire
program.

(3) While the support of the Castro Government
by the Cuban populace is deteriorating rapidly and time is
working in our favor in that sense, it is working to our dis-
advantage in a military sense. Cuban jet pilots are being
being trained in Czcchoslovakia and the appcarance of modermn
radar throughout Cuba indicatcs a strong possibility that Castxo
may soon have an all-weather jet intercept capability. His
ground forces have recceived vast quantities of military equip-
ment from the Bloc countrics, including mcdium and heavy tanks,
| ficld artillery, heavy mortars and anti-aircraft artillery.
ﬂ Bloc technicians are training his forces in the use of this
‘ formidable equipment. Undoubtedly, within the near future
Castro's hard core of loyal armed forces will achieve technical
v proficiency in the usc of available modern weapons.

(4) Castro is making rapid progrcss in establishing
a Communist-style police state which will be difficult to unscat
by any means short of overt intervention by U. S. military forces.

Recommendation. - That the strike operation be
conducted in the lattcer half of February, and not later than
1 March 1961.

S ¢, Alxr Strikes.

The question has been raised in some quarters as

to whether the amphibious/airbornme operation could not be

! mounted without tactical air preparation or support or with

; minimum air support. It is axiomatic in amphibious opcrations

5 that control of air and seca in the objcctive arca is absolutely
required. The Cuban Air Force and naval vessels capable of
opposing our landing must be knocked out or ncutralized before
our amphibious shipping makes its final run into the beach. If
this is not done, we will be courting disaster. Also, since our
{nvasion force is very small in comparison to forces which may
be thrown against it, we must compcngsate for numerical inferiority
by effective tactical air support not only during the landing but
therecafter as long as the force recmains in combat. It is

STEntT

Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 - CIA-RDP85-00664R000700150001-8 =



Ordnre N
elease 2012/06/01 : CIA-RDP85-00664R000700150001-8

Declassified in Part - Sanitized Copy ApEor‘oved for R

essential that opposing military targets such as artillery
parks, tank parks, supply dumps, military convoys and troops
in the field be brought under effective and continuing air
attack. Psychological considerations also make such attacks
egsential. The spectacular aspects of air operations will go
far toward producing the uprising in Cuba that wo seek.

Recommendations.

(1) That the air preparation commence not later
than dawn of D minus 1 Day.

(2) That any move to curtail the number of air-
craft to be employed from those available be firmly resisted.

(3) That the operation be abandoned if policy |
does not provide for use of adequate tactical air support.

d. Use of American Contract Pilots.

1 : The paragraph above outlincs the requirczent for

| precise and effective air strikes, while an carlier paragraph

’ points up the shortage of qualified Cuban pilots. It is very
questionable that the limited number of Cuban B-26 pilots
available to us can produce the desired results unless augmented

: by highly skillful Amexican contract pilots to scrve as scction

j and flight leaders in attacks against the more critical targets.

: The Cuban pilots are inexperienced in war and of limited tech-

nical competence in navegation and gunnery. There is reason

also to suspect that they may lack the motivation to take the

stern measurcs required against targets in their own country.

It is comsidered that the success of the operation will be jeo-

pardized unless a few American contract B-26 pilots are cmployed.

With regard to logistical air operations, the
shortage of Cuban crcws has already been mentioned. There is no
prospect of producing gufficient Cuban C-54 crews to man the
seven C-54 alrcraft to be used in the opcration. Our cxpericnce
to date with the Cuban transport crcwa has left much to be de-
gsired. It is concluded that the only satisfactory solution to
the problem of air logistical support of the strike force and other
forces joining it will be to employ a number of American contract
crews.

-7 -
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Recommendation.,

That policy approval be obtaincd for usc of
American contract crews for tactical and transport aircraft
in augmentation of the inadequate number of Cuban crews
available,

¢. Use of Puerto Cabezas, Nicaragua,

The airfield at Puerto Cabezas is egssential for
conduct of the strike operation umless a base is made available
in the United States. Our air base in Guatemala is 800 miles
from ccentral Cuba--too distant for B-26 opecrations and for air
supply opcrations of the magnitude required, using the C~46 and
C-54 aircraft. Puerto Cabezas is only 500 miles from central
Cuba--acceptable, although too digtant to be completely de-
sirable, for B-26 and transport operations.

Puerto Cabezas will also serve as the staging areca
for loading assault troops into transports much more satis-
factorily than Puerto Barrios, Guatcmala, which is exposed to
hostile observation and lacks security. It is planned that
troops will be flown in increments from Guatemala to Puorto
Cebezas, placed in covered trucks, loaded over the docks at
night into amphibious shipping, which will then immediatoly
rctire to sca.

Conclusgion:

The strike operation cannot be conducted unless
the Puerto Cabezas air facility is available for our usec, or
unless an air base in the United States is wade available.

Recormendation.

That £irm policy be obtaincd for use of Puerte
Cabezas as an air strike base and staging arca.

f. Usc of U, S. Air Base for Lozistical Flights,

An air base in southern Florida would be roughly
twice as clogse to central Cuba as Puerto Cabezas. This mcans
that the logistical capability of our limited number of trans-
port aircraft would be almost doubled if operated from Florida
rather than Puerto Cabezas. Logistical support of the strike
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force in the target would be much re certain and cfficient
if flown from Florida.

There 18 also a possibility that once the strike
operations commence, conditions would develop which would force
us out of the Nicaraguan aix base. Without some flexibility of
operational capability including an additional logistical support
alr basc with pre-positioned supplies in the United States, we
could concelvably be confronted with a situation wherein the
Assault Brigade would be left entirely without logistical air
support. Supply by sea cannot be relied upon, for the Erigade
may be driven by superior forces from the beach area. Such a
situation could lead to complete defeat of the Brigade and failure
of the wission.

i It scems obvious that the only real cstate whaich

' the Unitcd States can, without question, continue to cmploy once
the opcration commences is its owm soll. Therefore, an air base

. for logistical support should be provided in the United States.
This will offexr the possibility of continued, flexible operatioms,
iff one or both of our bases in Guatcmala and/or Nicaragua are lost
to our use.

Recormendation.,

That policy be cstablished to permit use of an air
base in southern Florida (prefcrably Opa Locka which is now
availible to us and has storage facilities for supplies) for logis-
tical support flights to Cuba.

J. Hawkins
Colonel, U. S. Marine Corps
Chiof, Wi/4/PM
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ENCLOSURE 2

TRINIDAD (CONCEPT OF OPERATION)

1. MISSIOH. Commencing at H-hour on D-day, thec Assault
Force lands, seizes, occupies, and defends a lodgement
in the TRINIDAD-CASILDA arca in order to establish a
basce from which further land and air operations can be
launched againgt the Castro government of CUBA.

2. CONCEPT OF OPERATION.

a. On D-day thc Assault Force conducts an amphibious/
airborne landing in the TRINIDAD arca.

b. Prior to D-day, sabotage activities are dirccted at
reducing and destroying the GOC ground, air and
naval capability throughout CUBA, with particular
cmphasis on air, communications, transportatiom,
armor, artillery and POL. Propaganda activitics
are intensificd in order to obtain active support
of the Cuban populace.

c. On D-1 tactical support aircraft attack major GOC
air force installations in oxder to destroy aircraft
on the ground and to inflict maxinun damage to runvays
and control and communications facilities. Attacks
arc also launched against tank parks, artillery parks,
motor transportation, and other nilitary targets.

d. At about H-6 hours a tactical deception operation is
conducted in thc LA FE arca of PINAR DXL RIO in order
to cause movement of encmy forces away from the arca
of intended actual opcrations.

¢. Tmmediately prior to and following H-hour on D-day,

i tactical support aircraft provide alr support for the

| Assault Force in landing and scizure of objeciives,
with particular attention to cncmy defensive instal-
lations and troop formation in the immediate obijcctive
arca. Major rail and highway bridges west and north-
west of TRINIDAD and along the coastal road toward
CIENFULCOS arc bombed in order to *solate the objective
arca. Daily armed reconnailssonce missions are continued
in order to prcvent movement of cneny forces against the
lodgcment.

f. Commencing at H-hour, the Asgsault Force lands by landing
craft (LCVP and LCU) over designated beaches, (Beaches 1
and 2), and by parachute in designated drop zone, scizes
objectives A, B, and G, and on ordrr of Assault Force
Commander, scizes objectives E and F. (Annc:: D--
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Operation Overlay).

g. After seinure of initial objectives, the socult rFovca
attempts to obtain cooparation, assistonce cnd rood=will
of the local populacc in the TRINIDAD-CASLT.DA arca.
Cembat inside the City of Trinidad is avoided.
Facilities such as the hospi.tal in TRINIDAD and the
port facilities and petroleun supplies at CLOLIDA
are converted to Dirigade use.

h., Aftcr consolidation otf che lodgement, Ascault Fovee
coordinates operaticns with local guerriilla leadors
and civil leaders in the arca noking maxinun ciflorts
to organizc, cquip and erploy additlicnal forces and
incorporate them under cormand of the Brigade Commandey .

i. Upon sciuure and preparation of the airiicld at

. TRINIDAD, trangport aireraft (C-46) utilize this basc

| for sunply and cvacuation opcrations.

| j. Tollow-up logd.ctic support is provided by aix landing,

i air droo and scaborne means on d schicduled basis and

’ in response to call of Brigade Commander.

k. 1In the cvent the TRINID/D arca cannot be hold, the
Asgszult Brigade, on ovder of the DBrigade Cormander,
vithdrows to the ESCANDRAY LOUNTATINS in orxder LO
continuec recistance operatlong against the Casuro
government. Support for thesc operations will be
provided by acrlal mecaons.
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‘Appcndix 1 (Target List) to Annex E (Tactical Air Support) to
Operation Plan (ZAPATA)
1. Omn D-day, the following targets will be attacked:
a. San Antonio de los Banogs Air Basc (2252N-8231W)
b. Campo Libertad Air Basc (2305N-8227W)
c. Santiago de Cuba Air Base (Antonio Maceo) (1957N-7551W)
d. Managua Military Base (2258N-8218W)
e. Santa Clara Air Basc (2229N-7955W)
f. Playa Baracoa Air Base (ncar Havana)
g. Cienfuegos Alr Basc (Jaime Gonzalez) (2209-8025W)
h. Naval craft at or ncar Cienfucgos Naval Station
i. Naval craft at or ncar Batabano Naval Station
Nueva Geron Airficld (Isle of Pines) (2150N-8247W)
k. Bauta International Broadcasting station (2259N-8232W)
1. Topes de Collantes Military Basc.

m. San Juliah Air Base - Jose Marti Intecrnational Airport -

Camaguey Airfield.
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ENCLOSURE &
16 March 1961

Anti-Castro Resistance in Cuba: Actual and Potential

1. There are now from 2,500 to 3,000 persons in Cuba
engaged in active resistance against the Castro regime., It i3
our cstimate that a well-orsanized, well-armed force, successful
in gsecuring a lodgcment on Cuban soil, would receive the active
support of 25% of the Cuban populace and would be opposed, at
the maximun, by no more than 207 of the people. (Of the re-
maining 657, the majority would adopt an attitude of ncutirality
until such time as there was a strong indication of which side
had the better chance of victory.)

2. while Castro has becen able to disperse small groups of
poorly-arccd insurgents, he has been unable to climinate them ox
to prevent a general inercase in resictance activities turoughout
the island. Las Villas, with 600 active gucrrillas, remains the
principal center of resistance, but Oricnte (380 actives), Cama-
guey, and latanzas are increasingly hostile to the regime, In the
past six weeks, insurgent groups have becen reported from three
points in Oricnte, onc {n Camacucy, and three in Matanzas. In
Havana itsclf there was an attcopt to agsascinate Exrncsto Che Guevara
and attacks were made on a rcfinery, several tank trucks, and two
large stores. A plan is underway in Pinar del Rio for scizure of
a major air base with the assistance of Army and Navy personnel from
Castro's own forces. Sabotage {8 occurring at a gtecadily munting
tewpo, with canc ficlds burning at the rate of 15,000 tons pexr week.
At Santiaco de Cuba an attack on the refincry was nountcd success-
fully by an agent team within the harbor of Raul Castro's stronchold.

3, The forces which remain loyal to Castro are, for thc most
part, younger students, Cormunists, and those who have a stake in
the regime, The latter consists of government officials, persons
who have bencfitted from the distritution of scizced properties, and
those who have reccived, or belicve they will zreccive, various
benefits (cuch as new housing and employment). Castro 18 opposed
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by formor property holders, business and professional pcople,

the clergy, students in Catholic schools, most of those percons
originally in his owm movement, and, increasingly, by the very
classes he profcsses to champion - the laborcrs and the pcasants.
Reasons for this opposition are many. The increasingly virulent
attacks on the Catholic Church arc disturbing a pcople 90% Catholic,
even those who are only nominal members. Workers have scen their
unions become instrumentalities for Communist propaganda, and

their leaders, including many non-Communist leftists, izmprisoned
and denounced. All classes are awarce of the cconomic deterioration,
There are chortages, not only of luxuries, but of such cssentials
as soaps, fats, automotive parts, salt, oggs, rice, and beans. The
increased numbers of Soviet Bloc and Chinese Cozmunist “advisors"
and the reszime's uncritical acceptance of the intcrnational Comnu-
nist line have alienated, not omly the conscrvatives, tut also the
non-Comzunist left and those intellectuals unuilling to serve as
toadies to a foreign ideology. The regime's disregard for objective
justice and the rule of law, the increase in the arbitrary powers
and the arrogance of the Security Services, the drun-hcad cxecution
of young counterrcvolutionaries, have convinced many Cubans that
beneath the propaganda myth Castro's regime is little different from
that of Daticta.

4. General discontent disillusionment, however, arce incffective
against a loyal, disciplined armed force. The people arce recady to
support a new regime, but thcy will not cnjoy that opportunity if

the bulk of Castro's military forccs will fight for him, It is our
estimate that those forces, if confronted by a traincd opposition
elc—cnt with modern weapons and a unified command, will largely
digintegrate. It is significant that wost of the leaders of anti-
Castro insurgeat groups are Army officérs wito once fourht with Castro
against Datista. The Arryy has been systematically purged, and most
of it is now serving in labor battalions or on routine garrison duty.
There i great resentment in the Army at this dowm-grading, the
subordination to the Militia, and the imprisonment of such popular
lecaders as Huber Matos. The Air Force has lost nearly all of its
bet:ter pilots and navigators and does not constitute an cffective
combat force. All of the fcw scnior Navy officers and many of the
younzer ones would welcorme an opportunity to descrt Castro. We
estimate that a significant portion (35 to 40%) of the Army would
join an opposition force if given the opportunity, and that the
remainder would not fight. The Air Force would likely defect cn
masse. This would leave as Castro's chief reliance the Militia.

5. The Militia is well-armed with individual weapons (rifles
and submachine guns) and is recoiving increasingly cffcctive
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. \training. Within it are the "hard-core" of Castro suppo=ters.
. I

Despite this, it is our cstimate that not more than 5,000 to 8,000
would ficht to the end for Castro, and then only if they were
uited in clements made up of similar dic-hards, which, cxcept in
Havana, thcy are not. While come of the Militia joincd for the
glamour of a unifom, most mexbers became so because they had no

: other choice. In the Escambray onc Army cocmander urged Castro to

” withdraw all the militia because of theix incffectiveness. And it
is significant that when the fighting became more scerious in that
arca, three Army battaliong were called in despite the prescnce of
40,000 militia who were opposed by no more than 800 insurgents.

Reports of heavy militia casualties have cprecad throughout the | ,
Island. Where terrain is favorable and opposition light, the militia
can be effective through, sheer weight of numbers, c¢.C., arainst
Captain Clodomiro Miranda and only thirteen followers, Castro cm-

t ployed six battalions. In rough terrain or against dctermined oppo-

' sition that effectiveness beconcs minimal.

* 6. Im cwmmary, it is our cstimate that conditions within Cuba
are now favorable for the overthrow of the regime if an cffective,
well-armed opposition force can sccure a lodgcment on the island,
that the active resistance to Castro v7111 increase rapidly from the
present 2,500 to 3,000 to a figure at least ten tires that size once
a londing is effected, and that the Castro military forces, faced
with such opposition, will mnot cxceed a maximun of 8,000 <o 10,000

. cffectives. 1t is our further estimate that even the hard-core pro-
Castro forces will not be effective outside the arca of Havana, and
that any opposition force that can advance as far as Havana will
accrua to it such defectors from the Castro military as will give it
superiority in numbers.

SES;,’E[:" -

i
t
i

i o g - ey LGP A K T S T

Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 - GIA-RDP85-00664R000700150001-8



Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 : CIA-RDP85-00664R000700150001-8

0\0
<

25X1

Q”°0

Declassified in Part - Sanitized Copy Approved for Release 2012/06/01 : CIA-RDP85-00664R000700150001-8




